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Abstract 
 
 
 
An organisation’s effectiveness is the extent to which an organisation brings 
forth what it is constructed to. Productivity and quality are some of the 
measures of organisations’ effectiveness, since an unproductive organisation 
does not bring forth anything and quality is the extent to which results match 
what needed to be brought forth. Attendance (as opposite of absenteeism) is an 
antecedent of productivity and sense of connectedness to the organisation is 
both an antecedent of productivity and quality. During this research, under the 
term ‘outcomes’, those factors combined are regarded as measures of 
effectiveness of organisations. 
 
Organisational effectiveness is brought about by interaction of business process 
components. With respect to this research’s unit of analysis - the relationship 
between virtual leaders at operational level and their followers - results are 
essentially effectuated by the components: Leadership, Applied Technology, 
Emotions & Mood, Trust (with perception of integrity, of benevolence and of 
ability as its antecedents), Skill, Member Interaction and personal and 
organisational Circumstance (environment). 
 
With regard to leadership, the most distinct differences between working 
within a virtual environment (teleworking) and working within a face-to-face 
environment are that, due to the physical distance between virtual leaders and 
their followers, they are deprived of communication methods that they would be 
able to apply in face-to-face environments, which results in loss of leadership 
effectiveness. Deterioration of communication quality affects organisations’ 
effectiveness in several ways, such as: deviation from goals, emotional 
detachment from the organisation, deterioration of performance quality and 
loss of productivity. 
 
Leaders can effectively deal with those issues, first of all, by not applying 
teleworking beyond its range of applicability. The applicability of any virtual 
environment is confined by task suitability, workers’ and leaders’ competence 
and preferences, workers’ circumstances and group and organisation’s 
circumstances. Secondly, depending on the case in hand, when teleworking is 
applied, virtual leaders might be able to broaden its range of applicability, by 
appropriately affecting that range’s confines via the components that bring 
about organisational effectiveness. 
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1 Introduction 
 
  
1.1 Why this research? 
 
After its offset a few years earlier, by the end of the previous century, virtual working ranked in the 
top-5 of HR-trends, according to Bassie, van Buren and Cheney (1997). In The Netherlands, that trend 
has not really taken off, despite several businesses having successfully applied a selection of the set of 
principles, popularly referred to as: “Het Nieuwe Werken” (The new way to work). That set of principles 
is often abbreviated to HNW and it includes working within virtual environments (teleworking) as 
one of its optional principles.1 In fact, the very term seems to be taken from a 1999 article of Lipnack 
and Stamps in the journal Strategy & Leadership, titled: “Virtual teams : The new way to work” (Lipnack 
and Stamps, 1999). In The Netherlands, teleworking, and HNW in general, are topical subjects of 
congresses and of quite a number of publications. Within the Dutch public sector there are also forces 
pushing towards applying teleworking as well as forces advocating the application of several other 
HNW-principles. As the call from vocal proponents of this push becomes louder, some Dutch public 
sector managers feel pressured to either give in to that call or to come up with convincing arguments 
why they should not do so. They asked themselves what the consequences of teleworking would be 
for them, as managers. How are they to ‘get the job done’ when their subordinates are “Who knows 
where?” doing “Who knows what?” When asking themselves that question did not yield them a 
satisfying answer, some asked others, including me. My desire to provide them with a well-
considered, reliable answer, has led me to conduct this research. 
 
 
1.2 Problem Definition & Research Questions 
 
According to Collins English Dictionary (2007) ‘effective’ means: productive of or capable of producing a 
result. The same source explains ‘an organisation’ as being: a business or administrative concern united 
and constructed for a particular end. Combining both, I define the effectiveness of organisations 
(organisations’ effectiveness, in literature more often referred to as organizational effectiveness), as: 
the extent to which an organisation produces the result for which it was constructed. This research is aimed at 
learning what virtual leadership behaviour may contribute to maximising positive, intended, 
organisational results. The main question I aim to answer is: 
 
To what extent can leaders contribute to organisational effectiveness when assuming virtual leadership? 
 
When designing a research, we need to know what to examine. To know how best to affect a system - 
any system -, one must first know how the system works, from which components it is made up, how 
those components interact with one another and how they influence one another. Only then can one 
                                                     
1 In this document the terms teleworking and working within a virtual environment are sometimes used as synonymous to one 
another, even though working within a virtual environment is a subset of teleworking (teleworking may well be done without 
workers being virtually present to their co-workers). However, usually teleworkers remain under the influence of their leaders 
even when a teleworker for instance studies a paper on a train or at home (leaders are virtually present). Since this research’s 
unit of analysis is the relationship between virtual operational leaders and their followers, I deemed such use of those terms in 
this context appropriate. 
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project the consequences of manipulating one component on other components or on the system’s 
output. Only then can we know which components to manipulate and in what manner, to obtain 
certain output. With respect to this research’s main question, the system is an organisation, which is a 
composition of operational processes, arranged by tactical processes and guided by strategies. The 
desired output is organisational effectiveness and virtual leadership is both an operational process 
component and a tactical process instrument.2 The operational processes lead directly to the output, 
whereas other processes do so indirectly. So what to examine to answer the research question?  
 
In theory, the research question should be quite easy to answer. All we need to do is get a baseline 
measurement of the effectiveness of organisations. Next, change various aspects of virtual leadership, 
measure the effectiveness of organisations after each intervention and compare new measurements to 
earlier ones. Those aspects of virtual leadership causing improvement on the effectiveness of 
organisations can be regarded as contributions, all others cannot. As I just mentioned: quite easy, in 
theory. Apart from many objections against such experimentation, if we were to put this into practice, 
we would immediately hit our first snag when trying to measure organisations’ effectiveness. During 
this research I was unable to measure organisational effectiveness directly. During my quantitative 
research, I was never placed in a position to measure either productivity, or quality, let alone compare 
such measurements to organisational purposes or in relation to the degree in which virtual leadership 
is applied. During my qualitative research, I have not been given access to documents containing such 
measurements, mainly due to the absence of such documents. But do we actually need to measure 
organisational effectiveness to answer the research question?  
 
A person, wanting to travel from city A to city B, does not require extensive knowledge about city B to 
get there. In fact, to reach city B no knowledge at all of city B is required. All that is needed is the 
knowledge to get there, such as: which suitable modes of transportation are available and which 
routes to take. Similarly, to reach certain outcomes, extensive knowledge about the outcomes is not 
required, but knowing what leads to those outcomes is. So, to know how a contribution can be made 
to organisational effectiveness, we need to find out what components lead to organisational 
effectiveness and in what way. Once we have gained that knowledge, we can determine the effects of 
certain interventions on organisational effectiveness by reasoning, instead of by measuring. 
 
Basic multiplication teaches us that knowing the multiplication factors can yield us the multiplication 
product. For instance, if we know of a multiplication that A x B = C and we know the values of A and 
B, we can easily determine the value of product C without measuring C first. Some calculations are 
more complex than others, e.g. due to a multitude of multiplicands, divisors and other factors. If we 
do not know all calculation factors, we can estimate the outcome by what we do know. The more 
major calculation factors we know, the more accurate our outcome estimation will be. Based on this, 
during this research, much focus was on examining which factors lead to organisation effectiveness 
and how virtual leaders can affect those factors. Consequently, this research’s sub-questions were: 
 
                                                     
2 Given this research’s unit of analysis, being the relationship of virtual leaders at operational level and their followers, as 
opposed to the relationship between face-to-face supervisors and their followers. 
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1. Which major factors lead to effectiveness of organisations and how do they relate to one another? 
2. In this regard, what are distinct differences between working within a virtual environment and 
working within a conventional environment? 
3. How do those differences affect organisations’ effectiveness? 
4. To what extent can virtual leaders relate to their followers in a way that serves organisations’ 
effectiveness best? 
 
I aimed to answer these questions within the context of the public sector and with a main focus on 
appointed operational leadership, not focussing on non-appointed leadership, such as emergent 
leadership in self-directed teams (Becker, 2006). Not to complicate matters unnecessarily, I regard 
team (group) effectiveness to be part of organisation effectiveness, assuming that improvement or 
deterioration of those parts will have continued effect on organisation effectiveness as a whole. To 
find answers to these questions, I performed both qualitative research and quantitative research. 
 
 
1.3 Result 
 
The purpose of this research is, by answering the research questions, offer both decision makers and 
managers information that may support them in dealing with (the option of) teleworking and virtual 
leadership. That information may be useful in deciding whether or when to create, add, or extend 
virtual work environments, and in implementing and executing virtual leadership if, and when 
teleworking is deemed applicable.  
 
 
1.4 Document Guide 
 
This is a report of my research on virtual leadership and its link with effectiveness of organisations, as 
compared to leadership in face-to-face environments. After a summary of this report, in this 
introductory chapter 1 is mentioned what led to this research and what the research questions are. 
 
In chapter 2 (Theoretical Framework), a literature review forms a scientific base for this research. The 
chapter Accounting contains information about the nature of the research, the research methods that 
are applied and the motivation for the choices that I made. That chapter is followed by Chapter 4 
which is dedicated towards the qualitative research, reporting about the research set-up, hypotheses, 
detailed information about each qualitative research segment and the results of this research. Next, 
Chapter 5, similar information is reported about the quantitative research performed, including 
information about research data, model, results and analyses.  
 
After Chapter 6, in which the method triangulation is reported, in Chapter 7 an assessment of the 
research methodology is documented. In the final Chapter 8 (Conclusions), I reported whether or not 
the research findings support the hypotheses and whether the findings offer acceptable answers to the 
research questions. In addition, I made several recommendations for future research on this subject. 
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2 Theoretical Framework 
 
 
2.1 Literature review 
 
2.1.1 Effectiveness of organisations 
In 1.2 I defined organisational effectiveness as: the extent to which an organisation produces the result for 
which it was constructed. According to that definition, an organisation that produces little, compared to 
its theoretical production capacity, is an ineffective organisation. In keeping with that definition, an 
organisation that produces much, but not what it is constructed for, is also an ineffective organisation. 
Therefore, strictly speaking, an organisation’s effectiveness can neither be measured merely by 
production quantity nor by production quality alone, but by the extent to which the organisation 
produces what it is constructed to produce. In theory, what an organisation is constructed to produce 
must reflect on its organisational goals. Even if that would always be so in practice, Simon (1945: 257-
278) suspected that individuals within organisations rarely have a common understanding of goals. 
Apparently, 78% of organisation members either do not know what the organisations’ goals are, or 
they do not care, and they just “do their thing” (Covey, 1989). 
 
There are numerous theories about what leads to organisational effectiveness, or about causes of 
mismatches between organisational results and the purpose for which organisations were constructed. 
Theories proposed by some scholars, such as Mintzberg’s suggestion (1983) that organisations will be 
more effective to the extent that they resemble his five ideal types, were refuted by other scholars, 
such as Doty, Glick and Huber (1993), after having put those theories to the test. Others too, such as 
Miles and Snow (1978), presented configurational theories, claiming that increased effectiveness 
should be attributed to the internal consistency, or fit, among the patterns of relevant contextual, 
structural, and strategic factors. Argyris (1962) proposed a social cause of mismatches between 
organisational results and the purpose for which organisations were constructed. He stated that both 
the problem and the solution lie within the conflict between the individual and the organisation: 
managers should embrace a system that allows one to have negative feelings and to express those 
feelings, instead of emphasizing rational, intellective, directive processes and values.  
 
2.1.2 Organisational Outcomes 
In reference to organisations, one single, generally accepted definition of the word “outcomes” does 
not exist. Both in literature and in practice, when mentioning organisational outcomes, reference is 
usually made to more than (or even to entirely different subjects than) the results an organisation is 
constructed for. Some use the word “outcomes” to refer to organisational side effects in general, or to 
specific side effects. Brickson (2000) wrote about diversity-related organisational outcomes, promoting 
to minimise the disadvantages and to maximise the advantages afforded by diversity amongst 
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organisation members. Murmann and Tushmann (1998) used the word “outcomes” to refer to 
organisational evolution. McFarley and Sweeney (1992) categorised pay satisfaction and job 
satisfaction as personal outcomes, and organisational commitment and subordinate's evaluation of 
supervisors as organisational outcomes. Abrahamson and Park (1994) used the word “outcomes” 
when discussing changes in company’s asset values. Apparently, “organisational outcomes” is used to 
refer to anything that “comes out” of an organisation, intended, or not. Some distinguish intangible 
organisational effects, such as members’ sense of connectedness to the organisation from tangible 
organisational effects, such as products and services delivered by the organisation. The intangibles 
tend to be referred to as “outcomes” while the tangibles are referred to as “outputs”. 
 
2.1.3 Leadership and Leadership Style 
Yukl (2001) mentioned that descriptive research suggests that managers’ work is generally categorised 
into four general types of activities:  
 
1. Building and maintaining relationships;  
2. Getting and giving information; 
3. Decision making; 
4. Influencing people. 
 
In scientific literature, leadership style is usually viewed within a specific dimension. The multitude of 
different dimensions contributes to making it difficult to determine whether one actually intends to 
refer to a style when mentioning leadership style, or to a certain type of leadership, or even to an 
aspect of leadership. For example, Dansereau and Yammarino (2008) referred to leadership styles as 
ways in which leaders approach their subordinates, in which they distinguished:  
 
1. Average Leadership Style (ALS): Leaders treat all their followers more or less equally. 
2. Vertical Dyad Linkage (VDL): Leaders regard their followers either to be members of an in-group with extra 
privileges and responsibilities, or as members of an out-group without those extra privileges and 
responsibilities. 
3. Individual Leadership (IL): Leaders direct followers individually, without any relationship with the way 
other followers are treated. 
 
With regard to levels of analysis, Yukl (2001) named the levels: intra-individual, dyadic, group, and 
organisational. Several leadership styles identified in literature are: 
 
o Transactional and transformational; 
o Charismatic, ideological and pragmatic; 
o Operational, tactical, strategic and visionary; 
o Creative and destructive; 
o Authoritarian, team-, and participatory; 
o Ethical and despotic. 
  10
2.1.4 Leadership and results 
There is still much debate about the existence of a direct relationship between leadership (-style) and 
organisational results. According to Marks, Rittman and Zaccaro (2001), despite ample attention in 
literature to both leadership and team dynamics, there are few conceptional frameworks for 
systematic leaders’ contribution to team performance. As a result, too little is known about the 
leaders’ influence on group effectiveness. Despite of them having tried to develop such a framework, 
Avolio et al. (2008) were of the opinion that this need was not yet met and that still too little was 
known about leaders’ effectiveness. Dionne and Dionne (2008) noted that decision making based on 
team leadership delivers more optimal decisions than independent decision making by leaders. 
 
Based on their own research, Gibson et al. (2004) concluded that virtual teams’ performance improved 
after a decrease in active leadership: as the virtual teams were given more responsibilities and 
authority, their performance improved. This correlation between enhancing the position of power of 
teams and team performance was influenced by the level to which team members personally met: the 
less they personally met, the stronger that correlation became. 
 
Anderson and McColl-Kennedy (2002) found no direct correlation between leadership style and 
members’ performance. They did conclude that transformational leadership indirectly influences that 
performance. Transformational leadership namely influences emotions such as frustration and 
optimism, whereby negative emotions exert stronger (negative) influence than the (positive) influence 
of positive emotions. 
 
2.1.5 Virtual Leadership 
Even though Virtual Leadership was mentioned earlier, that expression became more common by a 
1994 novel with the same title, written by Jaclyn Kostner. That novel’s protagonist is a project leader, 
given the task to lead a geographically dispersed team. That information holds key elements of virtual 
leadership: leaders and followers are physically separated from one another. During that period, 
followers tend to exchange information with their leaders via telecommunication means. Leaders are 
not physically present, but they are virtually present, by means of technological aids. As such, virtual 
leadership is by no means new. For instance: sales agents, taxi drivers and patrolling police officers 
hardly ever work in the company of their bosses. Virtual leadership fits the nature of such jobs well, 
mainly because the nature of the job, combined with workers’ competence, allow those workers to 
operate autonomously. Generally speaking, such workers know exactly what is expected of them and 
they are quite capable of meeting those expectations without much direct involvement of their leaders 
‘in the field’. I refer to such forms of teleworking as innate teleworking with innate virtual leadership as its 
leadership component. Some argue that the term virtual leadership applies only to situations in which 
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communication between leader and follower is conducted by means of AIT.3 It is unclear whether 
they would equally apply this to, for instance, desk workers, working from home and being instructed 
by their leaders via E-mail, as to taxi drivers, receiving instructions via two-way radio. Relatively new 
is the development of teams in which not only leaders and followers are physically separated from 
one another, but team members, working on the same task as well. This occurs, for instance, in 
international teams with geographically dispersed team members, or teleworkers, working from home 
or at telecentres. Even though such team members are not (always) physically proximate to one 
another, they are virtually teamed up to one another by task interdependence and shared leadership. 
Concern is caused more by leading such virtual teams than by innate virtual leadership. When 
communication amongst such team members and between those members and their leaders takes 
place via technological means such as computers, one tends to speak of virtual work environments: 
the workers do not physically share a room, but they do tend to technologically share room, e.g. on a 
computer server to exchange messages or files. The virtual aspect of such environments exists in 
various degrees, ranging from a telecommuter predominantly working off-line at home and 
occasionally linking up to the company’s computer system to exchange files or information, to 
teleworking in a fully computerised environment where organisation members, as avatars,4 meet in 
custom-designed conference rooms, complete with nifty white boards, slide show screens, period 
paintings, requisite plans and other computerised artefacts (Read and Reeves, 2009). 
 
In 2003, the Organization for Economic Cooperation and Development (OECD) mentioned in its 
annual report that demands for operating an effective e-Government strategy include leadership, 
better e-Government skills for managers and improved public-private cooperation. According to the 
OECD, that would require a different management-model which would be more flexible and more 
focussed on interacting in a virtual environment (cybercentric), instead of a purely physical 
environment (geocentric). That same year, the (US) National Academy of Public Administration also 
stated that new competency demands arise for leaders and managers, such as the ability to lead 
people within virtual environments, as a result of which new approaches must be applied for 
assigning tasks, communicating expectations, integrating labour products and monitoring and 
assessing job performance (NAPA, 2003). 
 
Ferris and Judge (1993) demonstrated that leaders valued their subordinates’ performances higher 
depending on their own abilities to monitor those performances. According to Avolio, Dodge and 
Kahai (2001), applying direct supervision is not possible when working with virtual teams. This 
heavily taxes leaders’ trust in their followers. According to those authors, trust is also affected by lack 
of geographical proximity, lack of similarity in backgrounds and of similarity in experiences, which all 
contribute to social control and coordination. 
                                                     
3 AIT=Advanced Information Technology 
4 Avatar = a computerised image representing a computer user, either selected, created or adapted by the user. 
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Working within virtual environments not only puts trust of leaders in their followers to the test. 
Dunlap-Hinkler, Merriman and Smidt (2007) found that subordinates in virtual environments trusted 
their manager less and felt less supported by their manager than workers in face-to-face 
environments. An increase in trust leads to an increase in worker satisfaction and to a decrease in 
work related stress. Improvement of communication between virtual managers and their subordinates 
leads to stronger commitment of those subordinates to the organisation (Staples, 1997). When 
choosing which technological means to apply, one determines to a high extent the nature and content 
of certain business processes which. That choice, in turn, significantly influences leadership over those 
business processes. Avolio et al. (2001) found those components to be related to the formation of trust 
in virtual teams, for which they designed a model. As they explained about that model (Avolio et al., 
2001: 653): “Leadership and collaborative AIT provide structures that influence appropriations of trust 
by members of a virtual team.5 These appropriations then influence group processes reflected in the 
interaction among team members and their emotions and moods. Team interaction and members’ 
emotions and moods, in turn, structure ongoing appropriations of trust by team members. Finally, 
outcomes are determined by the nature of interactions among team members.” In the course of an 
other research project, I adapted that model into the basis of an elementary model of operational 
business processes (EMOP, see figure 1), with the addition of Skill as an antecedent of Member 
Interaction as a significant adaptation.  
 
2.1.6 Distance 
The most obvious difference between virtual leadership and immediate leadership (also referred to as 
face-to-face leadership or as proximate leadership) is the distance between leaders and followers. 
Ferris and Napier (1993) identified three dimensions of distance between leaders and followers:  
 
o Psychological - ‘‘Psychological effects of actual and perceived differences between the supervisor and 
subordinate”; 
o Functional – “Degree of closeness and quality of the functional working relationship between the supervisor 
and the subordinate; in essence, whether the subordinate is a member of the in-group or the out-group”; 
o Structural – “Aspects of distance brought about by physical structure (e.g., physical distance), as well as 
organisational structure (e.g., span of management control and management centralisation) and supervision 
structure (e.g., frequency of leader–follower interaction)”. 
 
These authors were of the opinion that functional distance between leaders and followers should be 
kept to a minimal to obtain higher performance evaluations, higher subordinate satisfaction and lower 
subordinate withdrawal. Anotakis and Atwater (2002) had some objections to that proposition, one of 
them being that Ferris and Napier had mainly focussed on the supervisor-level leadership and on a 
                                                     
5 AIT=Advanced Information Technology 
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single unit of analysis (the dyadic follower–leader relation) and, by doing so, have not considered the 
effects of high-level leaders on groups and collectives.6 
 
According to Yagil (1998), workers mainly see advantages in short (physical) distance between 
themselves and their leaders, because proximity to their leader enables them to deliver sensitive and 
individually tailored confidence-building communication, which is probably more effective than 
messages  addressed to the group as  a whole.  According to Yagil, a physically close leader is not just 
more approachable, but also has more opportunity to role model effective behaviours. Following 
Aronson, Floyd and Willerman (1966), Yagil also stated that physical proximity may make leaders 
seem more human and fallible, as a result of which they are looked upon more favourably. 
 
 
Figure 1: Elementary Model of Operational Processes (EMOP).7 
 
With regard to the relationship between physical distance and social distance, Shamir (1995) implied 
that high-level leaders tend to be at greater social distances from their followers when the physical 
distance between them (with infrequent and indirect contacts) was greater, and when their followers 
aren’t readily able to observe their leaders’ daily functioning (inaccessible leaders). Anotakis and 
                                                     
6 Incidentally, Anotakis and Atwater saw the dimensions of distance as independent of one another, proposing as 
three distance dimensions: perceived social or psychological distance, physical distance and perceived leader–
follower interaction frequency. 
7 I created this model as an adaptation of the Model of Leadership and Groupware Effects on Trust Formation in 
Virtual Teams of Avolio, Dodge and Kahai (2001). That trust formation model in turn extends the work of 
Davis, Mayer and Schoorman (1995) by incorporating work of Jones and George (1998) on the emergence and 
outcomes of trust in virtual teams. The model also incorporates leadership and collaboration technology as 
important determinants of social interaction and outcomes in virtual teams. 
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Atwater pointed out a weakness in this proposition, stating that social distance can emerge regardless 
of leader level, leader proximity, and leader–follower contact. 
 
2.1.7  Consequences of Distance 
Increasing physical distance between communicating parties may lead to reducing the richness of 
information exchange (Daft and Lengel, 1984). Deterioration of media richness hampers the formation 
of judgement over team members’ skills, benevolence and integrity (Ridgeway, 1987). However, it is 
uncertain whether increasing physical distance by definition decreases the quality of contacts and of 
leaders’ influence (Bass, 1990). We must realise that, due to the advancement of technology, available 
methods of communicating via technological media do improve. For instance, current technology 
offers more means to enrich information exchange than several decades ago. Therefore, theories 
related to technological limitations often have limited tenability over time. Perhaps Jermier and Kerr’s 
(1978) proposition that physical distance creates circumstances in which effective leadership may be 
impossible, should be placed between those brackets. According to those authors, physical distance 
neutralises leadership behaviours, making it effectively impossible for relationship and/or task-
oriented leadership to make a difference. The theory of Bowen et al. (1997) that distance makes many 
recommended leadership practices almost impracticable, is perhaps caught up by time and by 
technological advancements in particular. At the same time, we should not deny that inefficient and 
ineffective application of technology limits actual effects of technological advancement. This is not just 
caused by skill deficiency, but also by misapplication of skill. For instance, Read and Reeves (2009) 
noted the possibility of expressing not only emotions and moods via avatars, but also making avatars 
do many purposeless things, such as doing a back flip, making hot dance moves, or showing off a new 
saber thrust, perhaps engaging and amusing all, but certainly distracting both users and onlookers 
from getting any work done. 
 
From experimentation, Avolio, Kahai and Sosik (2003) found that group performance and member 
satisfaction decreased as group performance could be attributed less to individual team members. 
This effect was stronger for transformational leadership than for transactional leadership. 
 
Avolio, Howell and Neufeld (2005) performed research on the relationship between leadership and 
physical distance on the one hand and business unit performances on the other hand. They initially 
found a positive correlation between transformational leadership and performances, but no 
correlation between performances and transactional leadership. The latter correlation did become 
apparent by increasing the physical distance between leaders and followers. Physical distance 
between leaders and followers weakened the correlation between transformational leadership and 
performances. From their own experimental research, Bono and Purvanova (2009) concluded that 
transformational leadership is more effective in teams that communicate exclusively via computer and 
that such teams perform better as their leaders display more transformational behaviour.  
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From a survey of 419 Shell employees, Gill, Witt and Zimmerman (2008) concluded that, apart from a 
few exceptions, most leadership behaviours (both transactional and transformational) are more 
important in virtual environments than in face-to-face environments. The comparative importance of 
many leadership behaviours increases as the nature of team members’ work becomes more virtual. 
However, for certain leadership behaviours this drops off again, as soon as team members start 
working within a virtual environment beyond a certain degree.  
 
Based on a survey of 375 professionals that worked within a virtual environment to variable degrees, 
Golden and Vega (2008) stated that workers who were in a good relationship with their leaders, 
showed more dedication, satisfaction and better performances as they increasingly worked within a 
virtual environment. However, workers whose relationship with their leaders was not as good, 
showed less dedication and satisfaction as they shifted emphasis to working more within a virtual 
environment. Those workers’ performance improved slightly after an increase in teleworking. Mogale 
and Sutherland (2010) found social-emotional leadership abilities to be the key to successful 
leadership in multinational virtual teams. 
 
There is much agreement in literature on the theory that transferring to working in a virtual 
environment changes the way teams operate (Anderson and Shane, 2002a)  and that leaders must 
adapt more than others to new situations that are created by such transfers (Weil, 2008). 
 
2.1.8 Organisational Fit 
As with every organisational design aspect, teleworking must fit organisations’ needs and 
possibilities, in order to make sense. Some configurations may work well for certain parts of some 
organisations, under certain conditions, while other configurations may be more, or equally effective, -
not effective at all, or counter-effective to achieve organisational goals (Doty, Glick, Huber, 1993). Fit is 
high to the extent that an organisation is similar to an ideal type along multiple dimensions. 
“Deviations from ideal type designs should result in lower performance.” (Van de Ven and Drazin, 
1985). Modelling fit of teleworking within an organisation, can be done along the lines of: 
 
o Task suitability; 
o Workers’ competence and preferences; 
o Leaders’ competence and preferences; 
o Workers’ circumstances; 
o Organisation’s circumstances. 
 
This goes beyond the task-technology-structure fit mentioned by Ives, Piccolli and Powell (2004), since 
it not only deals with the possible fit between tasks and various available technologies, but also with 
workers’ competence to utilise those technologies (Godar, Van Rijssen, 2000), their willingness to do 
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so, their preparedness to work within a virtual environment, the degree to which (their personal) 
circumstances will allow them to do so and their ability and willingness to work with certain team 
members (Ives, Piccolli and Powell, 2004). It also relates to leaders’ command of available technologies 
(Godar, Van Rijssen, 2000), their ability and willingness to lead within a virtual environment as well as 
to structural and temporal circumstances as a result of which creating, adding or expanding virtual 
environments may cause the organisational design to deviate from the ideal type. 
 
After having introduced the term innate teleworking earlier (paragraph 2.1.4) to refer to conditions 
under which teleworking naturally ‘comes with the job’, with the term attainable teleworking I refer to 
situations in which variables of business processes can be well attuned to one another, leading to 
desired results. With the term inapposite teleworking I refer to situations where teleworking does not fit 
the organisational design: there is no combination of variables leading to success. Inapposite 
teleworking may be caused by a misfit between working within a virtual environment and either one 
of the confining elements, listed on the previous page. 
 
2.1.9 The new way to work 
In 2009, eight Dutch civil servants between 22 and 31 years of age, started to draw up a concept for a 
working method targeted to attract and retain young people to public sector employment. Some of the 
ideas they came up with became quite popular, especially ideas such as working methods where 
bosses would not boss and where going to work would be optional. Subsequently, leading officials 
within the Dutch Federal government decided that concept was to become the foundation for a 
reorganised Dutch Federal administration. The New Way to Work, in Dutch: Het Nieuwe Werken (HNW), 
is not a descriptive label since HNW does not constitute new working methods. Het Nieuwe Werken is 
often used as a connotative term to propagate adherence to a specific set of principles and occasionally 
also to give negative connotation to theories and practices that do not correspond with those 
principles (Laswell, 1927).8 A commonly used definition is:  
 
“The new way to work is a set of principles and guidelines to a change strategy for making work more effective, 
more efficient, but also more enjoyable, both for the organisation and the worker. It deals mainly with a change 
in culture and mentality, in which the latest technology helps connect people to one another.”  
 
With respect to content, in essence, the HNW-theory is to use available resources efficiently and 
effectively, which is not a new theory. From a vast range of publications on the Internet, in journals, 
conference brochures and magazines, I identified four main forces driving towards HNW. Listed from 
major to minor forces, they are: 
 
                                                     
8 Propaganda is the management of collective attitudes by the manipulation of significant symbols, in this case 
presuming that other theories and practices are outdated and – therefore – objectionable. 
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Commercial sales – Direct : Companies selling products and/or services under the banner of HNW, 
such as computer software products,9 or consulting services; 10 
Commercial sales – Indirect : Companies using HNW-advocacy to promote themselves by giving 
testimony of their own successful HNW-endeavours; 
Organisational – Bottom-up : Usually a small, but highly vocal group of workers, striving for better 
working conditions, such as more freedom to balance their employment 
with their personal affairs; 
Organisational – Top-Down : Managers, aiming for cost efficiency, for instance by more efficient use 
of work space (housing) and technical means (computer costs). 
 
Within the result oriented private sector emphasis tends to be on other HNW-principles than is the 
case within the more procedure oriented public sector (Wilson, 1989). In part, this may be due to the 
bottom-up organisational force being more noticeable within the public sector than within the private 
sector. When a top-down force driving towards HNW within an organisation exists, the arguments for 
doing so tend to be rational and verifiable.11 Arguments stemming from bottom-up forces tend to be 
more ideological, emotional and are often unverifiable.12 The latter forces strongly, and sometimes 
exclusively, concentrate on working within an environment that would limit them having to go to work 
and/or allowing them to work more flexitime. Lower to medium level officials of the Dutch Ministry 
of the Interior and Kingdom Relations (BZK, 2010) named as its main HNW-principle:  
 
Workers determine to a high degree where, when, how and with whom they work. 
 
 
 
                                                     
9 In practice, most of the technology offered has been available long before HNW existed and it has often been 
used by targeted clients, albeit, perhaps often inefficiently and ineffectively. 
10 Examples of companies in The Netherlands that are particularly active in this area are Microsoft and Kluwer. 
11 For instance: applying HNW-principles in new housing plans, based on relevant cost-benefit analyses.  
12 Claims that giving in to the proponents’ wishes will yield organisational benefit in various forms, are rarely 
supported by factual evidence. This in itself does not automatically render those claims false. 
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3 Accounting 
 
 
3.1 Research Design 
 
3.1.1 Introduction 
This chapter starts with a report of the basic principles the research design is based on, after which I 
will get into the general research design and sum up the main research variables. More detailed 
information about the research design is given at the beginning of each separate research section: the 
qualitative research section and the quantitative research section. 
 
3.1.2 Basic principles 
According to the Adaptive Structuration Theory (AST), proposed by DeSanctis and Poole (1994), the 
effects of applying Advanced Information Technology (AIT) result from interaction of that technology 
with socio-organisational elements, including leadership. Unlike Trist (1950, 1993), I join Avolio, 
Dodge and Kahai (2001) in holding the opinion that there is high interdependence of social and 
technical systems as well as mutual influence between them. I used the EMOP variables (figure 1) –
which are largely based on their formation of trust-model – to help me find answers to my research 
questions. Doing so automatically puts the practical applicability of the EMOP-framework to the test 
along its main lines. To answer research sub-question number 1 more fully, I also investigated the 
influence of several other variables on bringing about effectiveness of organisations within virtual 
environments. I did so by studying mutual relations, mutual influence and interdependencies of social 
and technical systems, represented by those variables, with primary focus on leadership and 
organisational effectiveness (team effectiveness or outcomes). 
 
Since it was not feasible during this research to answer these questions within the context of the public 
sector of all western countries, I focussed primarily on the Dutch public sector where both virtual 
leadership and face-to-face leadership are applied, and I did so with a main focus on appointed 
operational leadership. Within the Dutch public sector, the application of virtual leadership and 
teleworking currently tends to be done under the banner of The New Way to Work. I regarded this, 
virtual leadership under the New Way to Work as a general study case, within which I examined 
virtual leadership’s contribution to organisations’ effectiveness. In order to get some idea about the 
external validity of the research findings, I also collected some data from a comparable UK public 
sector organisation (albeit they do not tend to use the term The New Way to Work in this regard), 
realising that this would result in a limited increase of external validity. During this research I 
regarded team effectiveness and group effectiveness as representative of organisation effectiveness, 
assuming that improvement or deterioration of those subsets will have continued effect on 
organisation effectiveness as a whole. I studied this matter on three organisational levels: operational, 
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supervisory and managerial. One might be tempted to refer to this as an embedded case study. 
However, since the same unit of analysis is applied for each of those organisational levels 
(relationship of virtual leaders at operational level and their followers), it would be more appropriate 
to refer to it as a holistic case study (Yin, 2002). 
 
3.1.3 Research Variables 
Based on the EMOP-framework, initial research will be conducted on effects and correlations between 
the variables mentioned in Table 1. For coherence of those variables, I refer to Figure 1. From that 
figure we take that the variables of perception are antecedents of trust. This research does not include 
investigating leadership styles to find out how much trust each style inspires. Instead, the resultant 
Trust itself is measured both separately and by its antecedents. Leadership and Applied Technology 
are parts of the organisation’s structures. Supervision (operational leadership)  itself is influenced by 
structures, such as organisational structures, higher-level power structures, infrastructures including 
the nature and functionality of Applied Technology, character traits, environment, situational factors, 
et cetera. Judging leadership or leaders was no part of this research. Therefore, neither was tracing 
back antecedents of this variable. With regard to Applied Technology, I mainly focused on suitability 
and availability of applied technological means in reference to both tasks and users’ aptitude. 
 
Variables Explanation 
Organisation-/group-
results 
The effects of working within a virtual environment, measured in correspondence to 
organisational purpose, (including productivity, quality, attendance and sense of 
connectedness to the organisation). 
Emotions and mood Influenced by member interaction and leadership. It influences the perception of 
ability, benevolence and integrity within themselves and others. 
Member interaction The interaction that must lead to team results. 
Skill The proficiency to carry out one’s work, - to utilise applied technology, -to process and 
interpret orders and information correctly, -to exchange information well, et c. 
Trust For instance: trust amongst organisation members, trust in structures and in achieving 
intended outcomes. Antecedents are perceptions of ability, benevolence and integrity. 
Perceived Ability Abilities – correctly or incorrectly – attributed to themselves and to others.  
Perceived Benevolence The benevolent attitude attributed – correctly or incorrectly – to themselves and to 
others. 
Perceived Integrity The degree to which one believes that one does what righteous people should do. 
Applied Technology The (potential) functionality, availability, dependability of, and dependence on 
technological means, to support business processes. 
Leadership The degree to which leadership (potentially) fosters followers performances. 
 
Table 1. Research variables 
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There are many aspects to leadership. During this research, I have limited my focus on leadership to 
its potential contribution to bringing about organisational effectiveness in virtual work environments 
as opposed to face-to-face environments. I did so, realising that any contribution to organisational 
effectiveness by someone in a leader capacity, will– by definition of leadership – always be indirect. In 
theory, numerous variables may qualify as potential contributors to bringing about organisation 
effectiveness. I start from the assumption that the named variables are the main contributors. 
However, to answer research sub-question 1 more fully, I selected additional variables in my research 
to investigate if they (too) significantly contribute to organisation effectiveness. 
 
Secondary variables Type 
Gender Dichotomous 
Tenure Ordinal 
Age Ordinal 
Degree of virtual leadership / teleworking Ordinal 
Distance to commute Ordinal 
Appeal of teleworking Quantitative 
 
I made this selection quite arbitrarily from numerous variables that may qualify, based on literature 
(Gender : Berdahl and Craig, 1996; Gefen and Straub, 1997; Lind, 1999; Kelley et al., 1996; Tenure : 
Ashford and Cummings, 1985, Alluto et al., 1995, Dionne and Dionne, 2008; Age : Lea and Spears, 
1991, 1992) and on obvious assumption (Degree of virtual leadership/teleworking, Distance to commute, 
Appeal of teleworking). During the research, research subjects were invited to put forward additional 
relevant variables, which then could also be included in the research. 
 
3.1.4 Triangulation 
Denzin (1978) identified four basic types of triangulation. I applied three of those types: data 
triangulation, theory triangulation and methodological triangulation, not applying Denzin’s fourth, 
investigator triangulation. By studying the subject matter from more than one standpoint, I tried to 
obtain richer and more reliable findings in line with teachings of Cohen and Manion (1986). This mix 
does neither go against research traditions such as Yin’s (2002) case study tradition that allows the 
application of both quantitative and qualitative research methods, nor does it go against mixed 
methods research as mentioned by Brocklesby and Mingers (1997). In fact, due to its extensive use in 
social sciences, triangulation has become a tradition by itself. 
 
o Data triangulation: During my research, I tapped into various data sources, such as scientific 
literature and document analysis. Each of those data sources will be discussed separately, later in 
this document. 
o Theory triangulation: Research on the influence of virtual operational leadership on organisations 
effectiveness, is viewed from three different angles, by studying the view points of:  
o Followers : recipients of virtual leadership; 
o Virtual leaders : appointed supervisors of teleworkers; 
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o Managers : organisation members having virtual leaders among their subordinates. 
o Methodological triangulation: Since the research methods applied require both quantitative and 
qualitative methods of analysis, in addition to the aforementioned methods of triangulation, 
methodological triangulation is applied. 
 
3.1.5 Multi-phased Research 
Based on the design elements named in this chapter, I began researching the subject matter as 
qualitative research. For that research, I formulated hypotheses that I aimed to test, and I applied both 
data triangulation and theory triangulation in doing so. After having concluded the qualitative 
research, I performed quantitative research on the same subject matter to find answers to questions 
that qualitative research did not yield, as well as to test the findings of the qualitative research. To 
guide me in doing so, I formulated additional hypotheses to be tested during the quantitative 
research. As such, the findings from the quantitative research served as much of the input for the 
qualitative research. As was the case with the qualitative research, I also applied theory triangulation 
during the quantitative research. Finally, after having completed the quantitative research, I applied 
method triangulation to compare the findings from the qualitative analysis to those of the quantitative 
analysis, before drawing conclusions from the entire research course. 
 
 
Figure 2:  Basic setup of the total research. 
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3.2 Research Approach 
 
The steps I took for the qualitative research, quantitative research and method triangulation, were: 
 
o Collect Data 
o Analyse 
o Evaluate Results 
o Evaluate Methodology 
o Draw Conclusions 
o Report 
 
3.2.1 Collect Data 
What data was collected for each research domain and how, is documented at the appropriate report 
sections further on in this document. 
 
3.2.2 Analyse 
Content analysis was applied to the qualitative data. The quantitative data was subjected to a wide 
range of tests, such as reliability analysis, correlation analysis, and variance analysis.  
 
3.2.3 Evaluate Results 
Findings of all research segments were compared to one another to search for correlations and 
contradictions. 
 
3.2.4 Evaluate Methodology 
The applied methodology is evaluated with regard to the reliability and validity of the research 
findings, to the research’s relevance to the research subject, the techniques applied and to opportunity 
for improvement of this research. 
 
3.2.5 Draw Conclusions 
Conclusions are drawn from the findings, in part by answering the questions: 
 
o Is this hypothesis tenable? 
o Can it be explained? 
o How plausible is that explanation? 
o What is the reliability and internal- and external validity? 
 
3.2.6 Report 
The structure of the report is determined and the report is written. 
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4 Qualitative Research 
 
4.1 Research Set-up 
 
 
The qualitative research consists of two parts: 
 
o Literature study (see chapter 2); 
o Document analysis. 
 
The detailed research design for each separate part is documented on pages 24 – 27. 
 
Data collected for qualitative research was designated for content analysis, i.e. both conceptional 
analysis to find concepts relevant to this research, and relational analysis to explore the relationships 
between the concepts identified, such as the relationship between teleworking, leadership and 
organisational effectiveness. The various data sources are used to complement each other as well as to 
examine correspondence between them regarding the research subject matter (data triangulation). 
Theory triangulation is applied by studying the subject matter on three different organisational levels: 
non-managerial, supervisory and managerial, albeit in all cases focusing on the same unit of analysis: 
virtual leaders on operational level and their followers. 
 
4.2 Hypotheses 
 
4.2.1 Introduction of qualitative research hypotheses 
Based on the research questions formulated in section 1.2, the following hypotheses will be tested. 
 
H1. Teleworking can contribute to organisational effectiveness. 
The many downsides recorded in relevant scientific literature of including virtual environments in 
organisations’ design may well justify questioning the tenability of this hypothesis. If that hypothesis 
would appear untenable, then the main research question would automatically be answered. After all, 
if working within a virtual environment can not contribute to organisational effectiveness, then virtual 
leadership cannot possibly contribute to effectiveness of organisations. 
 
H2. Under certain conditions, working under virtual leadership can contribute more to organisational 
effectiveness than working under face-to-face leadership. 
It would make sense to apply teleworking only when the organisation will benefit more from doing 
so, than by refraining from doing so. Tenability of this hypothesis would point at distinct differences 
between virtual leadership and face-to-face leadership. 
 
H3. Under certain conditions, working under virtual leadership will contribute less to organisational 
effectiveness than working under face-to-face leadership. 
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To obtain a balanced view, we must look at both sides of the scale, not just looking at potential 
advantages, but also at disadvantages and risk. Addressing this hypothesis may give more insight in 
the range of applicability of virtual working environments. 
 
H4. Leadership can influence the range of applicability of teleworking. 
According to this proposition, leadership is not at the mercy of virtual environments, but it can be at 
the wheel and a driving force. Since applicability is inextricably bound up with organisation 
effectiveness, by influencing the range of applicability of virtual working environments, leaders 
automatically affect organisation effectiveness. 
 
H5. Leadership’s influence on the range of applicability of teleworking is limited and temporal. 
The words: “To what extent …” in the main research question implies a limitation to virtual leaders’ 
capacity to contribute to organisational effectiveness. Proposition 5 suggests that success or failure of 
teleworking may not depend entirely on leadership. Other factors too, come into play. Sometimes 
such other factors have more and more enduring impact than leadership effects. In some cases, 
leadership has no control over certain effects of teleworking on an organisation’s effectiveness. 
 
 
4.3 Literature study 
 
4.3.1 Research Design I 
This research started by studying scientific literature and trying to find answers to the research 
questions in books and other scientific publications. I did so by studying what researchers had 
published about subjects related to my research. 
 
4.3.2 Research Objects I 
The data collected for this research stems from various authoritative scientific books and articles, most 
of which were in the English language, with content primarily focused on Western societies and the 
United Kingdom, United States of America and Australia in particular. The books and articles were on 
subjects relevant to my research within the confines of the social sciences, including management, 
psychology and sociology. Examples of the journals are Leadership Quarterly, Human Resource 
Management Review, Psychonomic Science, Management Science, Sociological Methods and American 
Sociological Review. 
 
4.3.3 Research Subjects I 
During this research, I focussed primarily on virtual leadership at operational level (supervising), 
approached from the point of view of virtual leaders, followers and third parties, such as managers 
and (scientific) observers (theory triangulation). I selected the information I used for this research on 
information quality, currency and balance. 
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4.3.4 Variables I 
Rather than operationalising variables, during this research section focus was more on identifying 
variables relevant to the research questions and the mechanics by which those variables work within 
business processes, how they might affect organisational effectiveness, and what part virtual 
leadership might play in this. 
 
4.3.5 Preparation I 
The literary research was preceded by preliminary exploration to find relevant and authoritative 
literature sources, theoretical movements, paradigms, and knowledge gaps. This was to find out 
which research questions were relevant both to the subject matter, as well as to scientific relevance. 
 
4.3.6 Research Period I 
I studied literature published between 1926 and 2012, the majority of which dated from 2000 - 2011. 
 
4.3.7 Data Collection I 
Data was collected in a literature review, before linking the collected data to the research questions. 
 
 
 
4.4 Document analysis 
 
4.4.1 Research Design II 
I conducted document analysis to find answers to the research questions, including determining 
whether the chosen variables were correct and complete. Documents from, or about, the research 
objects with regard to the research questions, could contain information that would indicate that other 
variables than the ones I had identified earlier, are significant in bringing about organisational 
effectiveness, or information on the significance of leadership in this regard.  
 
4.4.2 Research Objects II 
I selected documents mainly on topicality, availability, balance, influence and currency. The analysed 
documents include directions and reports concerning HRM-policy and –structures, minutes of 
meetings of provincial government and of Provincial States, underlying letters, advisory reports, 
research papers, evaluation reports and blogs and twitter entries, all in some way related to the 
research subject matter. In addition, I analysed several commercial brochures in which virtual 
leadership is advocated (next to advocating appropriation of the vendor’s own products and services). 
 
4.4.3 Research Subjects II 
The limited amount of empirical data that I found in the documents that I analysed, were provided 
either by virtual leaders, their followers, or both. Few documents gave account of empirical data 
gathered from other parties, such as managers, executives or scientific observers. 
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4.4.4 Preparation II 
From my own knowledge and experience, supplemented by suggestions and information provided to 
me by research subjects, I considered which documents would be suitable for document analysis and 
searched for ways to access those documents. 
 
4.4.5 Research Period II 
The documents that I analysed originated from the period between 2006 and 2012. 
 
4.4.6 Data Collection II 
During analysis, I listed and categorised all findings pertaining my research questions, in preparation 
of further processing. 
 
 
4.5 Qualitative Results 
 
In reporting qualitative results for which I found neither substantiation in all segments, nor 
contradiction in any of them, I refer to the supporting segments by their respective abbreviations: lit., 
d.a. Reference to results supported by all segments is by: all.  Since the qualitative data was collected 
with an explicit focus on the research questions within the context of the public sector, I reported the 
results in direct reference to those questions. In general, research subjects expressed that they 
recognise an effective organisation by the following subsets of organisational effectiveness: 
 
o Productivity (all); 
o Quality (all);  
o Attendance (all);13 
o Sense of connectedness to organisation (all). 
 
4.5.1 Which major factors lead to effectiveness of organisations and how do they relate to one another? 
Factors that enable delivery of the results that organisations are constructed for, are the factors that 
enable delivery of all organisational results, namely the core elements of business processes. From the 
EMOP-framework (figure 1) the following components of operational processes are identified: 
 
o Leadership 
o Applied Technology 
o Emotions & Mood 
o Perceived ability 
o Perceived benevolence 
o Perceived integrity 
o Trust 
o Skill 
o Member Interaction 
                                                     
13 The opposite of absenteeism. 
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As mentioned in 2.1.5, Leadership and applied AIT provide structures that influence appropriations of 
trust by members of a virtual team. Trust influences group processes reflected in the interaction 
among team members and their emotions and moods. Skill influences both Member Interaction and 
Outcomes. Member interaction and members’ emotions and moods, in turn, structure ongoing 
appropriations of trust by team members. Finally, outcomes are determined by the nature of 
interactions among team members.  
 
Two important additional aspects of bringing about the effectiveness of organisations within virtual 
environments are Shared Values and the (team/group/organisation) Circumstances (lit., d.a.). Shared 
Values, e.g. mentioned by Peters, Phillips and Waterman (1980) as one of the elements of their 7-S-
model can be regarded as an intricate part of Member Interaction, or as an antecedent of Member 
Interaction. Circumstance (environment) can be divided into Personal Circumstance and 
Organisational Circumstance. 
 
The variables mentioned in 3.1.3 Gender, Tenure, Age and Distance to Commute were not found to be 
strikingly regarded as influential factors in document analysis, unlike the Degree of Teleworking, 
which was seen as a significant element in all cases. 
 
4.5.2 In this regard, what are distinct differences between working within a virtual environment and working 
within a conventional environment? 
The most distinct differences between working within a virtual environment and working within a 
face-to-face environment are that, due to the physical distance between virtual leaders and their 
followers, they are out of each other’s sight, and they are deprived of communication methods that 
they would be able to apply in face-to-face environments. We find this to be expressed in: 
o The physical or structural distance between leaders and teleworkers correlates positively with both 
functional and psychological distance (all), as for instance is seen in the nature of interaction becoming less 
informal and more on a business footing as organisation members telework more often (all). ; 
o Physically proximate leaders tend to be viewed upon more favourably than distant leaders. Physical 
proximity may make followers more susceptible to leadership (lit., d.a.); 
o Physical distance correlates negatively with the quality of contacts and of leaders’ influence (all). Especially 
non-managerial staff members tend to regard contacts that are more brief and to the point as formal, 
ceremonious and therefore of lower quality (d.a.); 
o When applying virtual leadership, lacking media richness such as body language hampers the formation of 
judgement over team members’ skills, benevolence and integrity (lit.); 
o Working within a virtual environment limits leaders’ ability to attribute group performances to individual 
team members (lit., d.a.); 
o Members of virtual teams are more dependent on leadership than other team members are (lit.); 
o Members of virtual teams, including their leaders, are more dependent on technological means, for instance 
for communication purposes, than other organisation members (all); 
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o In virtual environments, transformational leadership tends to lose its effectiveness. Teams communicating 
exclusively via computer, show gains in leadership effectiveness as compared to other virtual teams (lit.); 
o The comparative importance of many leadership behaviours increases as emphasis shifts from working in a 
face-to-face environment towards teleworking (all). 
 
4.5.3 How do those differences affect organisations’ effectiveness? 
With attainable or inapposite teleworking, the differences just mentioned lead to loss of leadership 
effectiveness, for instance by widening the gap between organisation members and their leaders, as 
well as between organisation members and the organisation. Categorised by each of the named 
aspects of organisation effectiveness, these effects are as follows. 
 
Organisational purpose 
In virtual environments, workers tend to divert from given tasks and goals faster and further than 
workers do in proximate environments. (lit., d.a.) 
 
Working within virtual environments negatively correlates with trust. Since outcomes are determined 
to a high degree by member interaction and member interaction, in turn, is influenced strongly by 
trust, increased physical distance tends to correlate negatively with outcomes (lit.), fostering further 
diversion of organisational goals. 
 
Productivity & Quality 
Organisation effectiveness is the extent to which an organisation produces what it is constructed to 
produce. Without productivity, the organisation is not effective. Quality is the extent to which the 
actual products equal the products for which the organisation is constructed. An organisation that 
does not produce what it is constructed for, is not effective. Compared to face-to-face environments, 
multiple factors affect productivity and quality within virtual environments. Some of those factors 
correlate positively, while a majority of factors tend to correlate negatively with productivity and 
quality. For example: 
 
o Under certain conditions, independent, disciplined workers with appropriate work ethics may be more 
productive and/or perform with higher quality by working from home than from within the office due to 
being able to better combine their employment with their personal affairs (all). However, conditions are 
volatile and workers’ propensities may also change (lit.); 
o Virtual environments hamper leaders’ ability to attribute specific group performances to individual team 
members, as a result of which group performances (organisational purpose, productivity, quality) and 
member satisfaction (attendance, sense of connection to organisation) lessen (lit.); 
o Teleworking increases workers’ and leaders’ dependence on AIT, for instance to facilitate communication. 
Workers’ insufficient skill to utilise applied technology leads to communication deterioration, information 
delays and information deprivation and subsequently to deterioration of productivity, quality, and thus of 
decreased fit with organisational purpose (all). That negatively affects workers’ emotions and mood, 
increasing absenteeism and further decreases workers’ sense of connectedness to the organisation (lit.). 
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Attendance 
Attendance is a subset of productivity. Those who are on sick leave, produce nothing. When workers 
start to work within a virtual environment, for instance by working from home, initially, absenteeism 
seems to drop slightly. However, teleworking tends to correlate negatively with emotions and mood 
which causes an increase in absentee rates (lit.).  
 
Sense of connectedness to the organisation 
Sense of connectedness to the organisation is both an antecedent of productivity and of quality. 
Workers in virtual environments tend to feel less connected to the organisation than workers in face-
to-face environments. Their sense of detachment increases as emphasis shifts further towards 
teleworking (all). Some within the Dutch public sector claim that, on average the threshold to losing 
sense of connectedness to the organisation lies at working from home for more than one day per week 
(d.a.).14 
 
Based on the qualitative findings, in figure 3 a general indication is given of the underlying mechanics 
of attainable teleworking during and after transferring from a face-to-face environment to a virtual 
environment. 
 
Figure 3: Range of applicability of attainable teleworking 
                                                     
14 Chances of this statement being based on opportunistic motives are increased by a collective labour agreement 
proposition of civil servants’ unions to entitle all civil servants to work from home for at least one day of each 
week. By claiming that disadvantages will not occur before exceeding this one day a week, they might wish to 
increase support for that proposition.  
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4.5.4 To what extent can virtual leaders relate to their followers in a way that serves organisations’ 
effectiveness best? 
In general, leaders can improve organisations’ effectiveness by contributing to organisations bringing 
forth what each of those organisations is constructed for. Since their followers ultimately are the ones 
to deliver the results of the organisation, leaders’ contribution can only be indirect, via their followers. 
With regard to the subject matter, leaders can contribute to their organisation delivering the results it 
is constructed for, by not applying teleworking beyond its range of applicability. If it serves 
organisational goals, leaders may be able to broaden this range of applicability to some degree, 
depending on circumstances. The only way to do so is to appropriately affect that range’s confines 
(see 2.1.8). For this, one may not expect leaders to go beyond their tasks, responsibilities and authority.  
To address this further, I refer once more to Yukl’s (2001) categorisation of managers’ work, 
mentioning with each category several examples of issues that may affect virtual leaders’ work. 
 
1. Building and maintaining relationships 
When organisation members lose their sense of connectedness to the organisation, their relationship 
with their leaders will automatically deteriorate as well, resulting in loss of leadership effectiveness 
(lit., d.a.). Building and maintaining leader-follower relationships, as well as team building tends to be 
easier within a face-to-face environment than within a virtual environment (all). Loss of media 
richness of information seems to be an important factor correlating negatively with building and 
maintaining relationships (lit.). 
 
2. Information exchange 
Diminished sense of connectedness to the organisation and loss of motivation may prevent 
organisation members from notifying their leaders timely of (imminent) problems. Communication 
barriers too, caused by lack of suitable communication means or otherwise, can cause a time lag in 
virtual leaders noticing deviation from organisational goals, -from quality standards or -from 
production norms (all). By the time corrective measures are taken, damage may be more extensive 
than if detection and appropriate intervention would have taken place sooner. 
 
Compared to physical environments, within virtual environments, organisation members are much 
more dependent on leadership for coordination of communication and information provision, 
including pointing out organisational goals and noticing and communicating deviation from goals 
(lit., d.a.).  This becomes more of a challenge to virtual leaders since they themselves find it more 
difficult than proximate leaders to timely get accurate information from their followers (lit., d.a.). 
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3. Decision making 
Communication barriers may increase the risk of making decisions based on emotions rather than on 
facts, due to workers inflating their emotions in concentrated messages. On the other hand, workers 
may refrain from expressing their emotions all together, which may have an opposite effect: decisions 
are made without given due attention to emotions that are into play (all). 
 
While physical distance correlates negatively with the social bond between leaders and followers, 
leaders will be more inclined to exclude followers from participating in the decision making process 
(lit.). This helps create a vicious circle: social bonds between leader and followers weaken further, as 
well as mutual bonds between team members (d.a.). Organisation members feel even less connected to 
the organisation (all), their emotions and mood deteriorate further, they become less goal-oriented, 
lowering leaders motivation to include them into making decisions even further (lit.). 
 
4. Influencing people 
Virtual leaders have limited opportunity to apply conventional methods to influence people, e.g. by 
using body language, facial expressions, or proximity to keep their followers’ focus on organisational 
purpose and –goals, on keeping productivity and quality high, to help strengthen their sense of 
connectedness to the organisation and to limit the risk of absenteeism (lit.). This limitation works both 
ways. In virtual environments, workers stand a higher chance of being judged by their leaders more 
on their performances than on their appearance or physical behaviour (lit.). This limits workers’ 
opportunities to influence their leaders in other ways than by the merits of the work they do.  
 
Loss of connectedness to the organisation also works both ways: virtual teams are at risk of becoming 
invisible to the organisation which may for instance lead to deterioration of facilitation of virtual team 
members by leaders, by others, or by both. Physical distance correlates negatively with organisation 
members’ intrinsic influence on the organisation. When leaders have lost sight of their followers, those 
followers are at higher risk of being exposed to undesirable influence for longer periods of times, 
without leaders being able to adequately address such influence (lit., d.a.).  
 
The aspects mentioned for each category tend to narrow the range of applicability of teleworking. A 
thread leading through these aspects seems to be that leaders’ effectiveness decreases as followers 
regard their interaction with their leaders and with the rest of the organisation as less pleasant. If 
conclusions can be drawn from this that may expand the answer to this research sub-question, this 
will be reported in Chapter 8: Conclusions. 
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5 Quantitative research 
 
5.1 Research Set-up 
 
As explained in Chapter 3, the purpose of the quantitative research is to put the main findings of the 
qualitative research to the test, based on empirical data (method triangulation). In addition, within the 
limits of the variables identified during the qualitative research, I examined ways to further expand 
those findings. This includes investigating:  
 
o The assumptions made about the EMOP-framework; 
o How working in a virtual environment affects this; 
o What influence circumstances have on this; 
o How this relates to leadership; 
o If there are relevant differences for various organisational levels; 
o How age, tenure, gender, and distance to commute affect this. 
 
I carried out quantitative research by way of a survey. Even though during this research establishing 
organisational effectiveness is done by reasoning, rather than by measuring, measurements have been 
made that may reflect organisational effectiveness to some extent. These measurements are: 
 
1. Outcome perceptions: Measurements obtained from the perception research subjects reported of 
outcomes (productivity, quality, sense of connectedness to the organisation, absenteeism);15 
2. Outcome potential: Measurements of preconditions for achieving effectiveness of organisations 
such as required AIT, skills and leadership from information provided by research subjects. For 
instance, if a respondent states that he/she does not always have the required AIT at his/hers 
disposal, the ultimate outcomes can never be optimal. After all, if the outcomes would be optimal, 
the lacking or failing AIT apparently was not really required to achieve those outcomes. 
 
 
5.2 Hypotheses 
 
5.2.1 Introduction of quantitative research hypotheses  
The two main hypotheses tested during this research section are: 
 
H6: Quantitative research can support the qualitative findings 
According to this proposition, empirical data can deliver evidence of the validity of the qualitative 
findings. 
 
H7: Expansion of the qualitative findings is possible 
This hypothesis suggests that the qualitative findings are not all-embracing, but they can be added to. 
                                                     
15 These may either be perceptions they themselves have, or perceptions they wish others to adopt. 
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5.3 Survey 
 
5.3.1 Research Design III 
To find answers to my research questions, I held a survey of public servants, employed by various 
public sector organisations within The Netherlands and The United Kingdom.16 The survey was split 
in expressly tailored versions for three different organisational levels: non-managerial, supervisory 
and managerial (tactical/strategic managers). However, each version was constructed to solicit the 
same information, focused on the same unit of analysis (relationship between virtual leaders at 
operational level and their followers) from respondents of all organisational levels (see appendix B).  
 
The survey consisted of a number of questions and propositions. Respondents were asked to express 
their level of agreement with each proposition on a 5-point scale. I had taken measures to minimise 
the risk of researcher bias and researcher error. To prevent the survey from being limited to the questions 
that I, as a researcher, had come up with, I invited respondents to submit additional questions they 
thought pertinent to the research, along with their own answers to those questions. The questions and 
propositions on the questionnaires were mixed both in direction and category, to limit the risk of 
structural error due to response tendencies. 
 
The survey was conducted electronically by means of a specially designed Internet application that 
allowed participants to respond at their own convenience. After starting the survey, electronic data 
collection was monitored for technical and procedural processing, response count and response flow. 
Remarks made by respondents were also monitored and relevant information obtained from those 
remarks was fed back to coordinators within the pertaining organisations. 
 
Along with the questionnaires, an explanatory page was presented containing information about the 
research purpose and relevant concepts. Little detail was given to participants about why certain 
statements or questions were included in the survey, to limit chances of respondents answering as 
they believe they should, instead of answering as they felt or wanted. As an extra reliability measure, I 
added a cross-control question to obtain an indication of consistency in respondents’ opinions as they 
presented them via the survey. 
 
5.3.2 Preparation III 
All questions and propositions on the questionnaires were mixed in direction and in category to 
reduce risk of structural error, due to response tendencies. The actual survey was preceded by a pre-
test. This pre-test consisted of presenting the questionnaires to a small, representative selection of the 
total targeted population. Participants in the pre-test were invited to express critique, pose questions 
or submit suggestions related to form and/or content of the questionnaire. Pre-testers could, for 
example, state that a specific question was unclear or ambiguous, or that it would raise unfounded 
                                                     
16 The survey in The Netherlands was in Dutch, in The United Kingdom in English. 
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expectations.17 An electronic pre-test version was created and technically tested before conducting the 
pre-test. After having completed the pre-test, the questionnaire was adjusted accordingly and put 
through technical testing before inviting the targeted research population to participate in the survey. 
 
5.3.3 Research Objects III 
Aimed at external validity, organisations from which data was collected could only qualify as such if, 
with regard to the subject matter, their circumstances were likely to reflect the majority of public 
sector organisations in The Netherlands and the United Kingdom. Aimed at internal validity, each 
organisation had to be engaged in teleworking to a significant extent, to allow carrying out sensible 
measurements. I would have liked to state that I selected the research objects from a large amount of 
organisations, eager to participate in this research. Fact of the matter is that, after a very long period of 
soliciting quite a large amount of public sector leaders, I found only few leaders of such organisations 
ready to participate within the research period. Fortunately, those leaders all represented qualifying 
public sector organisations, allowing me to include their contribution in this research. 
 
The bulk of the data collected stems from a Dutch regional public sector organisation, the Province of 
Noord-Brabant. During this research, that organisation was expanding teleworking by allowing more 
organisation members to do so. A much smaller amount of the data (± 7%) is collected from a local 
public sector organisation in the United Kingdom, the municipality of the City of Leeds. 1.3 % of the 
data originates from a second Dutch regional public sector organisation, the Province of Zeeland. Data 
from the latter two public sector organisations was collected first and used for the pretest.18 
 
5.3.4 Research Subjects III 
To allow measuring in relation to the extent of teleworking, research subjects collectively ideally 
would represent that full extent, ranging from never engaging in teleworking to exclusively 
teleworking. To allow theory triangulation, the survey was conducted of organisation members of all 
three different organisational levels: followers, virtual leaders and managers/executives. My request, 
to the authorities within each pertaining organisation to invite all organisation members to participate 
in the survey, was not granted. I was not in a position to personally invite prospective respondents. 
 
5.3.5 Research Period III 
The pretest was conducted between 12 July 2011 and 29 July 2011. The main data collection started on 
9 August 2011 and ended on 5 September 2011. 
 
                                                     
17 Most organisations seem to have several members, sensitive to being posed certain questions. The thought that 
they themselves, their work or the work of others might be subject to investigation, may stir emotions. In 
addition, inadvertently, expectations of improvement can arise when respondents feel they have expressed their 
dissatisfaction about certain matters. 
18 Along with one response from the Province of Noord-Brabant, which was the very first response received. 
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5.3.6 Data Collection III 
All survey data is collected electronically, which allowed further electronic processing of that data 
without the need of retyping, reducing the risk of typing errors. After having collected the data, each 
questionnaire was tested for completeness. Questionnaires that were not completed for at least 75% 
were placed aside to prevent them from being processed along with valid response. Unanswered 
questions on questionnaires that otherwise had been completed for at least 75% were deemed as 
medial answers (agree/disagree, or “I don’t know”). Next, all response was directed one way (from 
negative to positive) to allow certain data analysis methods to be applied. I categorised data according 
to the research variables, and deduced a response tendency of each response. Where the cross-control 
question was answered, those answers were examined on accordance with the response tendency of 
that particular response, for which a separate result variable was used. The interrogative questions 
were examined to see if they would warrant an additional survey to obtain information about the 
submitted aspects from other research subjects. 
 
5.3.7 Data preparation 
Before starting actual analyses, the following steps were taken to prepare the research data. 
 
o Retrieve data; 
o Check validity; 
o Direct data; 
o Compound variable values; 
o Create auxiliary variables (e.g. for research subjects’ outcomes estimations and for representing 
the extent to which preconditions for achieving effectiveness of organisations are met); 
o Convert values to a common denominator; 
o Establish response tendencies; 
o Cross-check consistency and create an additional variable for the cross-check result. 
 
5.4 Quantitative Results 
 
5.4.1 Pre-test 
14 individuals took part in pre-testing the questionnaires. (One local government agency, three 
regional; Netherlands: 3 participants, United Kingdom: 11; women: 8, men: 6; non-managerial: 8, 
supervisory: 4, managerial: 2). In response to the findings from the pre-test, minor changes have been 
made to the questionnaires, such as simplifying certain text,19 adding explanatory text that appears 
when hovering with the computer-mouse-pointer over certain words or sentences and trying to avoid 
phrases that may lead participants to think that the research is on employee contentment.  
 
5.4.2 Data 
Pretest data was received from 12 July 2011 up to 29 July 2011 from 14 respondents, survey response 
was received from 9 August 2011 until 5 September 2011 from 144 individuals making a total response 
of 158, from three public sector organisations, two of those organisations in The Netherlands and one 
                                                     
19 For example, in reaction to pre-test findings, I changed the statement: “I pattern myself to my supervisor” into: 
“In my work and in my behaviour at work, I take example from my supervisor.”  
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in the United Kingdom. All were either local or regional public sector organisations. 1.3 % of 
responses did not pass initial reliability checks and were rejected, leaving 156 valid responses. 15 
respondents (9.5 %) read the explanation about the research and its purposes, offered along with the 
questionnaires, before submitting the questionnaire and 11 respondents (7 %) did so after having 
submitted the questionnaire. One survey item was rejected on suspicion of being too unclear or 
ambiguous to respondents.20 Using statistical computer software, the respondents were divided into 
77 non-teleworkers, consisting of a group of respondents that, relative to the others, engaged little in 
teleworking, or not at all and 79 teleworkers. The data was categorised and processed into the research 
variables (see 3.1.3). Except for the answers to the interrogative questions and the values of 
dichotomous variable Gender, all data was collected on a 5-point scale of agreement with presented 
statements. Values of compounded variables, as well as of other data to be compared during analyses, 
were converted into a common denominator.21 
 
5.4.3 Model 
I analysed relationships amongst research items represented by the research variables, as well as 
amongst single research items, and between single research items and research variables. For this, I 
initially applied the following techniques, using statistical software (SPSS): 
 
o Correlation analysis based on Pearson Correlation between quantitative variables; 
o Correlation analysis based on Spearman’s rho for correlation between ordinal and quantitative variables; 
o Analysis of variances between ordinal and quantitative variables; 
o T-test analysis on dichotomous and quantitative variables; 
o Chi-squared test analysis on ordinal variables; 
o As well as other descriptive statistics methods. 
 
The most clear and descriptive results were obtained by analysis of variances (ANOVA) between 
variables on a 5-point scale where X-values are either obtained directly from the survey, or indirectly 
from equally divided percentages of compounded variables (see appendices D and E) and generating 
ensuing graphs, using a computer spreadsheet application (Excel). Because of the apparent relative 
suitability of this method for this specific data collection and this specific research, the results reported 
in this paper are predominantly based on this method of analysis. 
 
5.4.4 Results 
Relative to the qualitative findings, the most significant results from the quantitative research are: 
 
Outcomes 
A strong linear correlation exists between the variables Outcome Perceptions and Outcome Potential, 
as reported by respondents (see Appendix D). The average value of Outcome Perceptions is 67% of 
                                                     
20 This relates to the proposition: “Organisation members will at home be more motivated to work for their 
employer than they will at the office” what may have been interpreted as: “Organisation members will be 
motivated more to work for their employer at their home than they will at the office.” (item 29.) 
21 This common denominator is a percentage of the maximum value each variable theoretically could have. 
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optimal outcomes (min. 40%, max. 97%) and of Outcome Potential 49% (min. 25%, max. 77%). This 
supports the theory that contributions can be made to further improve organisations’ effectiveness.  
 
The EMOP-framework 
As documented in Appendix D under EMOP-related results, the data collected supports the EMOP-
theory and no opportunity for falsification was found (Popper, 1995). The significant correlation 
between Trust, measured directly and Trust, measured via the antecedents of perception, support the 
theory that the perceptions of ability, benevolence and integrity are antecedents of trust, furthermore: 
 
o Leadership value correlates positively with Emotions & Mood, Member Interaction, Applied Technology, 
Trust (direct), Outcomes perceived and Outcomes potential; 
o Applied Technology correlates positively with Member Interaction, Emotions & Mood, Trust (direct), 
Outcomes perceived and Outcomes potential; 
o Skills correlate positively with the perception of Leadership value and Applied Technology, as well as with 
Member Interaction, Emotions & Mood, Trust (direct) and Outcomes potential; 
o Emotions & Mood correlates positively with Trust by perception, Trust direct, Leadership value, Member 
Interaction and Outcomes potential; 
o Trust correlates positively with Member Interaction, Emotions & Mood, Leadership, Applied technology and 
Outcomes potential; 
o Member Interaction correlates positively with Emotions & Mood, Trust (direct), Outcomes perceived and 
Outcomes potential. 
o Circumstance either enhances or inhibits the impact the components have on one another. 
 
Effects of working in a virtual environment 
See respectively appendix E and D for graphs about the propositions and the findings in the tables. 
 
5.4.5 Perceived dependence on leadership 
As organisation members telework more often, they feel more dependent on leadership.  
Dependence on leadership correlates 
positively with Dependence on leadership correlates negatively with 
Leadership value 
Leadership impact 
Organisational circumstance 
Perceived benevolence 
Member Interaction 
Fitting aptitude & experience 
Perceived Ability 
Perceived Integrity 
Personal Circumstance 
Trust by perception 
Work related stress 
Feeling to be a typical team member 
Workers technical aptitude 
 
 
5.4.6 Suitable and available applied technology 
As organisation members telework more often, their sense of having all the required technological 
means at their disposal decreases. 
Having suitable and available applied technology correlates positively with 
Emotions & Mood 
Member Interaction 
Outcomes Perceived 
Outcomes Potential 
Leadership Value 
Perceived Ability 
Perceived Benevolence 
Perceived Integrity 
Trust by perception 
Trust (direct) 
 
5.4.7 Degree of formal interaction 
As organisation members telework more often, their interaction tends to be regarded as more formal. 
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The degree of formal interaction correlates negatively with 
Leadership value 
Emotions & Mood 
Member Interaction 
Fitting aptitude & experience 
Circumstance 
Trust (direct) 
Suitability and availability of applied technology 
Outcomes perceived 
Outcomes potential 
 
5.4.8 Sense of connectedness to the organisation 
As organisation members telework more, they tend to feel less connected to the organisation. 
Sense of connectedness to the organisation 
correlates positively with 
Sense of connectedness to the 
organisation correlates negatively with 
Leadership value 
Leadership Impact 
Emotions & Mood 
Perceived Integrity 
Suitability and availability of applied 
technology 
Trust (direct) 
Outcomes perceived 
Outcomes potential 
Degree of formal interaction 
Estimation of org. teleworking 
Degree of teleworking by respondent 
 
 
Influence of circumstance 
Circumstance (compounded by organisational and personal circumstance), correlates with several 
relevant variables. 
Circumstance correlates positively with Circumstance correlates negatively with 
Leadership value 
Suitability and availability of 
applied technology 
Fitting aptitude & experience 
Member Interaction 
Emotions & Mood 
Trust by perception 
Tenure 
Perceived Ability 
Organisational Circumstance 
Personal Circumstance 
Trust (direct) 
Outcomes perceived 
Outcomes potential 
 
Readiness to let others determine what 
is good for the organisation 
Honesty is not a subjective concept 
Perceived Integrity* 
Expand teleworking* 
 
 
*Except for highest category22 
 
 
Leadership aspects 
In addition to the correlations reported in the section related to the EMOP theory, quantitative 
findings include the following correlations. 
Leadership value correlates positively with Leadership value correlates negatively with 
Degree of teleworking by 
respondent 
Organisational Circumstance 
Personal Circumstance 
Circumstance 
Outcome perceived 
Tenure 
Leadership Impact 
Perceived Ability 
Perceived Benevolence 
Perceived Integrity 
IT suitability and availability 
Age 
 
Willingness to place organisational 
interests above personal interests 
 
 
The appeal of teleworking 
The variable Telework Appeal did not significantly correlate with any of the main variables. It did 
correlate with several single questionnaire items which were used to measure the main variables. 
Telework appeal correlates positively with Telework appeal correlates negatively with 
A sense of knowing what supervisors expect. 
 
Experiencing work not as interference of 
personal life or vice versa. 
Judging the performance of team members to be optimal; 
Being of the opinion that team members produce as much as 
they can; 
Placing organisational interest above personal interests; 
Believing that the end does not justify all means. 
 
                                                     
22 This category Strongly Agree only had four respondents, which may have led to some distortion of results. 
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Other components 
Some of the specific circumstantial aspects relevant to teleworking were found to be: 
o Age correlates positively with believing engagements should be taken seriously and negatively with the 
variable Emotions & Mood; 
o Tenure correlates positively with the estimation of the degree to which teleworking is being applied within 
the organisation. It correlates negatively with a readiness to work physically distant from their leader; 
o Gender: no significant direct correlations were found between gender and teleworking; 
o Distance to commute correlates positively with: 
o The estimation of the degree to which teleworking is being applied within the organisation 
o Believing the organisation should expand teleworking 
o Feeling to have all required technology at ones disposal 
o Distance to commute correlates negatively with: 
o Quality of team communication 
o Feeling to be a typical member of the team 
 
Theory triangulation 
Relevant differences for various organisational levels are found to be: 
 
Selection of Survey items NM SUP MAN 
Without supervision many workers within our organisations cannot carry out their work. 43,6 60,0 66,7 
Supervisors usually succeed in removing obstacles for their subordinates. 72,9 78,9 77,8 
Better results would not be achieved if supervisors would spend their time differently 65,0 65,6 60,0 
Subordinates always know exactly what supervisors expect from them. 71,2 70,0 44,4 
All supervisors always perform optimally. Additional experience, training or schooling 
would not change that. 
62,8 51,1 40,0 
Our organisation members always exactly know the formal organisational goals, and 
they never engage in unrelated activities. 
76,3 61,1 68,9 
(NM= non-managerial, SUP= supervisors, MAN = managers) 
 
 
The appeal of teleworking 
o To managers, teleworking appeals to them more as the applied technology is more available and 
more suitable for what needs to be done. This correlation is not found in non-managerial or 
supervisory staff; 
o Unlike respondents of the other organisational levels, to managers, teleworking has a stronger 
appeal as their personal circumstances improve; 
o As teleworking appeals more to managers, they tend to see a higher outcome potential, whereas 
supervisors associate this with a lower outcome potential; 
o As teleworking appeals more to managers, the outcomes perceived are higher, contrary to non-
managerial and supervisory staff to whom teleworking appeals more as they perceive the 
outcomes to be lower; 
o As the distance to commute increases, to non-managerial members, the appeal of teleworking 
becomes stronger, whereas with managers, this is associated with weakening of this appeal; 
o With managers and non-managers, an increase in telework appeal correlates positively with 
fitting aptitude and experience, but with supervisors there is a tendency to the opposite. 
 
Leadership Value 
o With supervisors and their followers, leadership value correlates positively with leadership 
impact, whereas to mangers leadership value seems to have no relation with leadership impact; 
o With non-managerial staff, a degree of formal interaction correlates negatively with leadership 
value, while this correlation is positive in managers; 
o With supervisors and their followers, emotions & mood correlate positively with leadership 
impact, whereas to mangers leadership value seems to have no relation with emotions & mood; 
o Managers and non-managerial staff correlate leadership value positively with organisational 
circumstance. This correlation is not found in supervisors. 
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Degree of formal interaction 
o Supervisors and their followers correlate formal interaction negatively with organisational 
circumstance. The opposite is the case for managers; 
o As interaction becomes more formal, non-managerial staff tends to trust others less. This 
correlation is less significant in supervisors, and in managers this correlation is not significantly 
present; 
o As interaction becomes more formal, circumstance, the outcomes potential and the perceived 
outcomes all correlate positive to formal interaction in managers, whereas they tend to correlate 
negative in supervisors and their followers; 
o In managers, the distance to commute correlates negative with formal interaction. In supervisors 
and their followers, this correlation tends to the opposite. 
 
Interrogative questions 
See appendix F. 
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6 Method Triangulation 
 
Graphs for corresponding and contradicting findings are placed in appendix E. Graphs related to the 
considerations are in appendix D. 
 
6.1.1 Correspondence 
o In accordance with qualitative findings, both the sense of connectedness to the organisation and 
attendance seems to decline as members telework more.  
o In accordance with qualitative findings, as members telework more, while interaction with others 
becomes more formal, leadership dependence and the impact of leadership diminish, as well as 
the sense of being able to have all required technological means at ones disposal. 
 
6.1.2 Contradictions 
o Contrary to qualitative findings, the more often members telework, the higher quality, 
productivity and knowledge of organisational goals they propose is achieved. 
o Contrary to qualitative findings, as organisation members telework more, they tend to value 
leadership higher. 
 
6.1.3 Considerations 
Theory triangulation has shown that followers’ claim of knowing organisational goals (76.3%) is not 
fully shared by their supervisors (61.1%). That claim may relate more to followers’ belief of knowing 
what their supervisors expect from them than knowing organisational goals. Managers tend to feel, 
much more strongly than supervisors and followers do, that followers not always know what their 
supervisors expect from them. From the data collected it was not possible to establish for certain how 
goal-awareness and goal-orientation truly relate to the extent of teleworking. 
 
Respondents’ assertion that teleworking positively correlates with quality and productivity strongly 
contradicts the reported corresponding findings about the sense of connectedness to the organisation, 
degree of formal interaction, leadership dependence, leadership impact and the sense of being able to 
have all required technological means at ones disposal, which all correlate negatively with outcomes. 
This seems to indicate that the reported perception of outcomes by respondents do not represent 
actual outcomes. 
 
From the findings it cannot accurately be discerned whether respondents, when reporting their 
valuation of leadership, actually meant to express their appreciation of their leaders. It is conceivable 
that respondents appreciate their leaders more, as those leaders allow them to work from home more. 
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7 Assessment of Research Methodology 
 
The applied research methodology is assessed with regard to various aspects, such as reliability, 
validity and relevance. 
 
7.1.1 Reliability 
Triangulation 
In this research, three different methods of triangulation are applied: theory triangulation, data 
triangulation and method triangulation. As a result, the subject matter is researched multiple times, 
from different angles and in different ways. Data triangulation is applied by tapping in to various 
information sources such as scientific literature, document analysis and surveys. Theory triangulation 
is applied by looking at operational virtual leadership in connection to organisational effectiveness 
from three different organisational levels, namely: operational, supervisory (operational virtual 
leadership) and managerial, after which the findings from that approach are correlated to one another. 
Method triangulation is applied by comparing findings from qualitative analysis to findings from 
quantitative analysis. Results obtained through such methods are generally considered to be very 
reliable with potentially high external validity. Nevertheless, I must admit that during the quantitative 
research, the limited response counts within certain investigated categories may have led to minor 
distortion of certain quantitative findings. 
 
Preparation 
Preceding research activities, I carried out exploratory studies to increase the chances of focusing on 
the right subject matter, research objects and research subjects and to be studying the right literature. 
The quantitative data collection was preceded by a pre-test, taken by a sample section of the total 
research population, resulting in minor adaptations to questionnaires. 
 
Cross-check question 
42% of all respondents answered the cross-check question. Concordance of those answers with 
response tendencies of each submitted questionnaire was examined. In no more than 3% the answer 
submitted gave cause to question the reliability of the submitted data, as fully reflecting the 
respondents’ views. This data is not disqualified because of the negligible impact of those data on the 
research process and findings. 
 
Contextual interpretation 
During this research I remained aware of the difference between measurements and other data from 
any of the information sources used. With regard to outcomes, perceptions were measured as well as 
potential outcomes, based on further response. I also was aware that perceptions, conveyed by 
respondents or interviewees, could either be their own perceptions or perceptions they wish others to 
adopt, either to serve their personal interests, or for other reasons. Certain questions were included to 
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help place each individual’s response into context. For example, those who were in (strong) agreement 
with the statement: “Everyone within this organisation should be allowed to telework for at least 50% of the 
time.” clearly ignored positions such as receptionists or service technicians. No organisation will be 
served by receptionists who, for at least 50% of their working hours, welcome visitors to the 
organisation at their own homes, nor will any organisation be served by technicians that spend half of 
their working hours keeping up utilities in their own house instead of in their organisation’s building. 
Whether such respondents were ill-informed, ill-considerate or ill-disposed was irrelevant to this 
research, since passing moral judgement was neither part nor goal of this research. 
 
7.1.2 Validity 
According to Bryman (2004), quantitative research is well-suited for the subject of leadership, both in 
comparison to qualitative research and in combination with qualitative research. As one of the 
advantages of qualitative research, Bryman remarked that it better allows research to be replicated.  
Following many others, such as Denzin (1970) and Cohen and Manion (1986), Beattie, Ellinger and 
Hamlin (2007) too, concluded from their research that findings, obtained through ‘qualitative 
methodological pluralism’ and ‘rigorous analytical triangulations’ can be valuable with potentially 
high external validity. 
 
Construct validity 
To ensure the construct validity the research leans on work of scientists such as DeSanctis, Poole, 
Avolio, Dodge and Kahai, which is based on many years of corresponding research. I did take into 
account technological advancements, causing increased functionality of technical means as well as 
increased application of information technology within organisations. Not to limit the researched 
construct to my own visualisation, that construct is complemented by answers to interrogative 
questions obtained from research subjects during surveys.  
 
Internal validity 
The core concepts of this research are taken from the EMOP-framework which is based on the trust 
formation-model of Avolio, Dodge and Kahai (2001). Most of the research variables are taken from 
those concepts and they derive their values from response to questionnaires, as well as from mutual 
influence of those values within (part of) an organisation. The research design includes the possibility 
of supplementing those core concepts with additional variables offered by respondents.23 All research 
and findings directly relate to operational virtual leadership, in reference to organisational 
effectiveness. Data triangulation, theory triangulation and method triangulation increased chances 
that research findings can not be attributed to other causes. By including several checks in this 
research, consideration is given to conceivable spurious interests of individual respondents. This 
offered the possibility to exclude such response from further research, or to process, analyse and treat 
                                                     
23 See paragraph 3.1.3 Research Variables. 
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such response separately. As a result of those checks two submitted questionnaires were rejected and 
not included in this research. 
 
External validity 
The answers to the research questions directly relate to the context within which the data is collected. 
The majority of the data is collected from one Dutch public sector organisation where both virtual 
leadership and face-to-face leadership are applied. Considering the nature of that organisation, one might 
expect those data not to deviate significantly from other such public sector organisations of similar 
size and within similar areas. This presumption is supported by the average 1% difference between 
the main survey findings and the pretest findings, which were based on data from two other 
organisations: one public sector organisation in the Netherlands, and one in the United Kingdom. As a 
consequence, one might assume that the research findings will give a good indication of the findings 
that would be obtained if similar research would be conducted on similar public sector organisations. 
 
7.1.3 Relevance 
Scientific relevance 
The purpose of this research was to examine to what extent virtual leadership can contribute to 
organisational results. Thus contributing to fulfilling the apparent need of scientific empirical data 
about this subject. 
 
Practical relevance 
By answering the research questions, we might be able to more optimally exploit the potential of 
virtual leadership to maximise organisational effectiveness, as well as preserving organisational 
effectiveness by not engaging in deploying virtual environments beyond their range of applicability. 
The answers to the research questions may help in making balanced decisions about when to create, 
add or expand virtual environments, and when not to do so. The findings may also support 
implementation of virtual environments. 
 
7.1.4 Accounting for techniques 
The research method is structured and described as to allow replication of the research method. The 
methods I have applied have been tried and tested earlier and extensively by acknowledged 
researchers. Examples are the application of data-, theory- and method triangulation. 
 
7.1.5 Improvement opportunities 
Despite the great care and concern with which this research is carried out, looking back on the entire 
process, I do see room for improvement. For example: with regard to the quantitative research, scaling 
of the item Tenure in the questionnaire could be better. As reported earlier, ambiguous wording on the 
questionnaire forced me to reject one research item, which I would rather have prevented than 
remedied.  
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8 Conclusions 
 
 
8.1.1 Main conclusions  
Contributions to organisations’ effectiveness can be made by directing the organisations’ constructs 
towards delivering the results organisations are constructed for. The main components are leadership, 
applied technology, skills, member interaction, emotions and mood, trust and circumstance. 
Influenced by circumstance, leadership and applied technology create social and technical structures 
that allow communication (member interaction) to take place. Along with leadership, member 
interaction influences emotions and mood, which together help form trust. Trust influences member 
interaction and member interaction ultimately delivers outcomes. An organisation is effective, 
depending on the extent to which the outcomes match what the organisation is constructed for. 
 
To contribute to organisational effectiveness, virtual leaders can restrict the application of teleworking 
to within its range of applicability. If they can do so without harming organisational effectiveness, 
they can broaden the range of applicability by appropriately directing the organisations’ constructs 
affecting its confines: task suitability; workers’ competence, preferences and circumstances; leaders’ 
competence and preferences; and organisation’s circumstances.  
 
8.1.2 Commentary 
This research is about contributions virtual leaders can make to organisational effectiveness. It does 
not deal with ways to make teleworkers happier, nor with ethical issues, for instance related to the 
theory of agency (Ross, 1973), provided the advancement of personal interests does neither affect 
organisational effectiveness nor the extent to which virtual leaders can contribute to that. The degree 
to which this may be the case, largely depends on trust, on how leaders bear their responsibilities and 
how they communicate. Trust is an important determinant of people’s willingness to communicate 
and communication (mode) influences trust. Trust cannot be ‘given’ from one person to another. Trust 
is formed by the perception of ability, benevolence and integrity. Those, who are perceived of being 
able to understand what is communicated, of being benevolent by not seizing on every opportunity 
that may arise to place their own interests above those of others and those who are perceived to being 
honest, are considered as being trustworthy. Those who have proven themselves to be so are trusted, 
while those who have proven themselves not to be so, are distrusted. Leaders are responsible for 
selecting tasks that contribute to the effectiveness of the organisation, for assigning these tasks to the 
appropriate followers, to supervise execution of those tasks to ensure that this is done as was intended 
and to take appropriate action once this is threatened. A follower requesting a leader to just “trust 
me”, is not asking for trust, but for benevolence. The requester asks the deliverer to set aside any 
perception of ability, benevolence or integrity the deliverer may have about the requester, and just 
place the requester’s interests above doubts or objections the deliverer may have. In other words, by 
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this request, followers ask their leaders to forsake an important part of their responsibilities, namely to 
supervise execution of assigned tasks out of benevolence to their follower, instead of based on actual 
trust. Trust cannot be given, but it is either formed, or not. I gladly leave it to others to decide whether 
leaders have a duty to please their followers and if so, to what extent. I merely conclude that if they do 
so at the expense of the organisations’ interests, the effectiveness of the organisation will suffer.  
 
I do not know who coined the phrase: Trust is good, monitoring is better,24 but that phrase seems 
appropriate here. Monitoring is a form of interaction between follower and leader. If all relevant 
components are directed in line with the confines of the range of applicability of teleworking (the task 
is suitable for teleworking, the worker in question should be able to perform the task while 
teleworking, is willing to do so and his/her circumstances as well as organisational circumstances 
allow this) leaders may be able to apply suitable technological means that will allow them to 
sufficiently monitor the task performance by this teleworker. This may either replace or satisfy the 
need for assurance of this teleworker’s trustworthiness. 
 
At the basis of all this lies the prerequisite that virtual leaders fully know the organisational goals, 
how best to pursue those goals and successfully convey that to their followers. Apparently, followers 
equate their leaders’ expectations of them with organisational goals, leading them to believe they 
know the organisational goals, an opinion not fully shared by leaders. Communication by and with 
leaders has much influence on followers goal-awareness. Leadership also distributes tasks, 
determining goal-orientation. No contribution will be made to the organisation’s effectiveness if tasks 
are not directed towards bringing about what the organisation is constructed for, or if those who are 
assigned to carry out the tasks, do not know when they will have executed the task properly. 
Managers apparently quite strongly feel that followers do not sufficiently understand or know what 
their supervisors expect from them. According to managers, part of the solution may lie at additional 
experience, training or schooling for supervisors. Supervisors admit to the existence of this need, but 
that tends to increase the appeal teleworking has on them, rather than the opposite, which is the 
sentiment of their followers and managers. 
 
Leadership affects the nature of communication, being formal, informal, or something in between. The 
nature of communication affects the emotions and mood of communicators, which affect trust (via 
perceptions) and subsequently also the willingness to communicate, which in turn affects the 
outcomes of the business processes concerned. For example: those who are not used to formal 
communication, or those who are not proficient in it, may feel uncomfortable when addressed in such 
a manner. They may doubt their own ability in reciprocating and they question the other person’s 
motives and integrity for being so – what they might consider to be – standoffish. They may get on 
                                                     
24 Instead of “monitoring”, “auditing” is also used in a similar expression. 
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their guard against personal embarrassment or underhanded attacks and keep communication to a 
bare minimum. 
 
The social and technical structures are intertwined. Leadership can affect skill levels as well as the 
choice of applied technology and the way technology is applied. Organisational effectiveness is served 
by applying only technology to allow actions that help bring about what the organisation is 
constructed for. When applied technology still offers room for other activities, it is up to leadership to 
limit technology’s application to doing what the organisation is constructed for. At the same time, to a 
significant extent, applied technology determines the lines along which communication takes place. 
This can take place from someone’s mind to hands operating a computer, to annoyance over a 
computer not abiding by operator’s wishes, to a computer helpdesk, to aggravation, to ultimately an 
indignant recipient of a sour message. It can also take place between the minds and hearts of people 
working together via virtual representations of themselves in a virtual environment entirely directed 
at doing what the organisation is constructed for. 
 
Skill determines the integrity and applicability of the social and technical structures, be it the skill to 
create tasks, focussed on organisational goals, and appropriately assign those tasks and monitor their 
execution, the skill to understand what leaders expect and how to translate those expectations into 
actions, formal communication skills, or the skill to utilise applied technology. 
 
8.1.3 Hypotheses 
Based on the research findings, the following can be concluded with regard to the hypotheses, 
introduced in 2.2.  
 
H1. Working within a virtual environment can contribute to organisational effectiveness. 
Yes, this is true, provided teleworking is restricted to within its range of applicability. In fact, for 
certain jobs, achieving positive effect for an organisation seems possible only by physically working at 
a distance from leaders. An example of such innate virtual leadership is leading field agents.  
 
H2. Under certain conditions, working under virtual leadership can contribute more to organisational 
effectiveness than working under face-to-face leadership. 
This proposition is also tenable, not just for innate teleworking, but also for attainable teleworking. For 
instance: when suitable workers are given the opportunity to better combine their employment with 
their personal affairs e.g. by working from home, the outcomes, in terms of productivity, quality, 
presence, sense of connectedness to the organisation and correspondence to the organisational 
purpose can be better than if they would be forced to work from the office, provided that the confines 
of the range of applicability are not transgressed. It is safe to add that conditions that make this 
effective, such as working conditions at home and task suitability, tend to be subject to change. 
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H3. Under certain conditions, working under virtual leadership will contribute less to organisational 
effectiveness than working under face-to-face leadership. 
This proposition is tenable for all cases of inapposite teleworking as well as for attainable teleworking 
beyond its range of applicability.  
 
H4. Leadership can influence the range of applicability of virtual working environments. 
Deriving from the previous proposition, leaders can influence the range of applicability of virtual 
working by: 
 
o Restricting teleworking to tasks, suitable for being carried out in virtual environments; 
o Considering for teleworking only workers that fully qualify for doing so. Workers with the potential of 
becoming qualified, can be inspired to, and be supported in, getting the appropriate qualifications before 
they can be considered for deployment within virtual environments; 
o Abstinence from acting as virtual leaders by leaders that do not qualify as such. Getting the appropriate 
qualifications before engaging in virtual leadership for those with the potential of becoming qualified; 
o Contribution of leaders to making workers’ circumstances suitable for virtual working, e.g. by helping those 
workers get the (technical) means and support they need. Refrain from deploying those workers in virtual 
environments until workers’ circumstances are commensurate with virtual working; 
o When virtual working is kept within its range of applicability, virtual working is likely to be viewed upon 
more favourably within the organisation than would be the case otherwise. As a result the willingness to 
contribute to virtual environments within the organisation may increase. In addition, leaders can make an 
appeal within the organisation for structural and/or policy measures to be taken which may benefit 
(working within) virtual environments. 
 
H5. Leadership’s influence on the range of applicability of virtual working environments is limited and 
temporal. 
Yes, there is only so much leaders can do and what they do will lose its effect over time. For example: 
 
o Once virtual teams are established within their range of applicability, leaders may not always be able to 
prevent incidental tasks to be assigned to such teams that are not quite suitable to be carried out within 
virtual environments. Circumstances may also cause tasks, that would otherwise be well suited for virtual 
environments, to become less suited as such; 
o Not all workers are made out to function well as teleworker, regardless of the attention and support a leader 
may give them; 
o Some will never qualify as a virtual leader. But even those who are thus qualified may –occasionally, or even 
structurally – find themselves facing insurmountable challenges that they may not have faced within a face-
to-face environment, e.g. due to changes in circumstances, team composition, tasks or task definition, et 
cetera; 
o Leaders can do no more but try to contribute to making workers’ circumstances suitable for virtual working. 
Often, leaders have no direct influence on workers’ circumstances. For instance, when workers work from 
home, leaders can make organisational means and support available to them from, but they are rarely free to 
  49
access workers’ homes to make sure that those means are (properly) utilised. In such cases, leaders’ influence 
stops at the front door, and sometimes even sooner; 
o Virtual leaders’ influence on organisation’s circumstances is limited, not just because their influence has to 
compete with influence of others within the organisation, but perhaps more importantly because 
organisation’s circumstances often cannot fully be controlled from within the organisation itself. 
Organisations are often at the mercy of circumstances, or they have – at best – indirect control over them. For 
example: virtual leaders can do their utmost to be apportioned higher budgets, allowing the application of 
more sophisticated and suitable technology for their teams, when the organisation has fallen victim to 
globally low economic activity as a result of which funds are depleted, chances are low that those virtual 
leaders will get their way. 
 
H6. Quantitative research can support the qualitative findings 
Yes, the quantitative findings almost fully support the qualitative findings. However, contrary to 
qualitative findings, the quantitative findings show that, as organisation members telework more, 
they tend to value leadership higher. 
 
H7. Expansion of the qualitative findings is possible 
Yes. Quantitative findings have brought to light the possibility of vertical expansion of the qualitative 
findings, e.g. with regard to the relative importance of the nature of communication on the major 
components of business processes. Horizontal expansion is also possible, for instance by not just 
examining actual outcomes, but by relating such data to (estimated) outcome potentials. Expansion is 
also possible through further examination of circumstances affecting organisational effectiveness. 
 
 
8.2 Research Questions 
 
In conclusion of this research, all research questions will be addressed successively. 
 
8.2.1 Which major factors lead to the effectiveness of organisations and how do they relate to one another? 
In keeping with the unit of analysis of this research, being the relationship between operational virtual 
leaders and the groups they lead, on an operational level, results are essentially effectuated by the 
following components and the mechanics by which they work within business processes: 
o Leadership 
o Applied Technology 
o Emotions & Mood 
o Trust (with perception of integrity, benevolence and ability as its antecedents) 
o Skill (fitting actual work and challenges); 
o Member Interaction; 
o Circumstance (Environment) 
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8.2.2 In this regard, what are distinct differences between working within a virtual environment and working 
within a conventional environment? 
The most distinct differences are that, due to the physical distance between virtual leaders and their 
followers, they are out of each other’s sight, and deprived of communication methods that they would 
be able to apply in face-to-face environments. 
 
8.2.3 How do those differences affect organisations’ effectiveness? 
Because leaders cannot always see what their followers do or how they feel … 
o They may lose the ability to attribute specific group performances to individual team members, as a result of 
which group performances (organisational purpose, productivity, quality) and member satisfaction 
(attendance, sense of connection to organisation) lessen; 
o Leaders may notice too late that their followers have diverted from given tasks and goals, as a result of which 
the diversion will set in faster and will go further than would have been the case if noticed sooner. 
 
Because followers cannot always see what their leaders do or how they feel … 
o They tend to trust their leaders less. Since member interaction is influenced strongly by trust and outcomes 
are determined to a high degree by member interaction, organisational results will be negatively affected. 
 
Because virtual leaders cannot communicate as they would within a face-to-face environment … 
o Chances of misinterpretation of goals and tasks are higher, increasing risk of followers performing out of line 
with what would have led to organisational effectiveness. 
o There is a barrier for leaders to effectively meet followers’ emotional needs that would help prevent 
absenteeism, dropping performances and losing their sense of connectedness to the organisation. 
 
Because virtual workers cannot communicate as they would within a face-to-face environment … 
o Followers and leaders are more dependent on technology, for instance to facilitate monitoring and other 
communication, as well on appropriate skills to utilise applied technology. Lack of those means and skills 
leads to communication deterioration, information delays and -deprivation and subsequently to 
deterioration of productivity, quality, and fit with organisational purpose. That negatively affects workers’ 
emotions and mood, increasing absenteeism and further decreases workers’ sense of connectedness to the 
organisation. 
 
8.2.4 To what extent can virtual leaders relate to their followers in a way that serves organisations’ 
effectiveness best? 
Virtual leaders are restricted by the confines that determine teleworking’s range of applicability. 
Options might be available to virtual leaders to broaden that range of applicability as the case may be.  
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8.3 Main question 
 
Referring more explicitly to the title and subtitle of this document, the main research question is: “To 
what extent can leaders contribute to organisational effectiveness when assuming virtual leadership, under 
terms such as The New Way to Work?” In 1.2. organisational effectiveness was defined as: “The extent to 
which an organisation produces the result for which it was constructed”. In 2.1.5. both the origin of the term 
Virtual Leadership is explained as well as what meaning commonly is given to that term. In 1.1. and 
2.1.9. both the term “The New Way to Work” and its connection to the Dutch public sector are 
documented. In 8.2.4. we found that the extent to which virtual leaders can contribute to 
organisational effectiveness is determined on a case to case basis by the confines of teleworking’s 
range of applicability. In 2.1.8. we learned those confines to be task suitability; workers’ competence, 
preferences and circumstances; leaders’ competence and preferences; and organisation’s 
circumstances. In 8.1.1. we read that the options available to virtual leaders to broaden that range of 
applicability can be exercised by appropriate interventions in the main organisational components: 
leadership, applied technology, skills, member interaction, emotions and mood, trust and 
circumstance. Formulated into several examples, under the terms stated in the main research question, 
leaders can contribute to organisational effectiveness by: 
 
Leadership: Selecting tasks suitable for teleworking, as well as selecting workers suitable 
for performing those tasks while teleworking and limiting teleworking to 
those selected workers and tasks. 
 
Applied technology: Applying appropriate technology that caters to all confines of teleworking’s 
range of applicability, such as increasing the number of tasks suitable for 
teleworking and enabling monitoring of business processes from a distance. 
 
Skills: Promoting the appropriate competence of both prospective teleworkers as 
well as all other workers who will be (at risk of being) affected by their 
teleworking colleagues, including leaders themselves. For instance: 
improving the customisation to communicate on a business footing, knowing 
organisational goals and getting appropriate computer skills. 
 
Member interaction: Promoting organisation members to get satisfaction from doing a good job 
and interacting with people who support this, rather than interacting 
selectively with people they personally prefer to socialise with. 
 
Emotions and mood: Instilling followers with the understanding that teleworking is a means to an 
end, not a goal in itself and promoting communication between leaders and 
followers, for instance by fully utilising appropriate technology. 
 
Trust: Increasing transparency in goals, motives, procedures and results, by 
communicating efficiently and effectively, for instance by fully utilising 
appropriate technology and by explicitly inviting feedback. 
 
Circumstance:  Applying appropriate technology that makes both the organisation’s 
circumstances and workers’ circumstances more suitable for teleworking, 
including monitoring of business processes, carried out by teleworkers. 
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8.4 Further Research 
 
Valuable further research can be done on this subject, as well as on related subjects, for instance by 
examining if similar results would be obtained if similar research would be performed on the private 
sector. Additional empirical research can be done on the components that lead to, or influence 
organisational effectiveness and the mechanics by which they interact, for instance by examining to 
what extent the values of those variables can be measured, calculated, predicted, or used for 
diagnostic or prognostic purposes, as I proposed with regard to the EMOP-framework. 
 
Further research may also be done on possibilities to optimise business processes through applying 
suitable modes of communication (member interaction) or by balancing efficiency advantages of 
member interaction pragmatism with effectiveness disadvantages of decreased morale.  
 
To economists as well as to social researchers, it might be inviting to find out to what extent HNW 
truly delivers the benefits that protagonists and proponents by assumption attribute to it, such as cost 
efficiency, better quality and higher production. Even without regard to HNW it may be interesting to 
investigate how effectively civil servants are deployed, measuring the quality of their work against 
neutral norms, measuring their productive hours compared to their contractual hours and assessing 
the nature of their tasks in relation to the organisation’s mission and goals. This may either bring an 
end to persistent negative assumptions about civil servants’ work ethics and competence, or yield 
factual evidence that may justify significantly cutting back on the number of public sector employees, 
lowering tax payers’ burdens and turn budget deficits into surplus. 
 
The thought of being able to shape organisations around themes may also be latched onto for further 
investigation into making government more effective and more efficient. Instead of multiple groups 
within various public bodies, each working on the same, or on similar themes, one single group may 
perform this task on behalf of all. The wish to work flexitime, e.g. to balance personal life with work, 
can perhaps be fulfilled by working in shifts 24/7. Having 168 available weekly working hours 
instead of the usual 36 hours will allow resources to be utilised much more efficiently. Even without 
employee cutbacks, this may render almost 80% of all government buildings and other resources 
redundant and may make rush hour traffic jams a thing of the past; Phasing tasks, allowing 
unfinished tasks at the end of one shift to be picked up seamlessly by employees of the following shift, 
may dramatically speed up task completion and speed up government business processes in general. 
After also having taken effectiveness- and efficiency measures, perhaps the entire Dutch central 
government can be housed in one single office building with a small amount of civil servants working 
there at one time. Perhaps further research will teach us how realistic such ideas are. 
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8.5 Postscript 
 
8.5.1 New Ground 
With this research, new ground may have been broken more on related scientific issues than on the 
main research subject. For one, the application of the EMOP-framework has unequivocally shown the 
existence of a relationship between leadership (-style) and organisational results. I hope that with this 
framework, I have met the strong demand within the social science community for a proper 
conceptional framework for systematic leaders’ contribution to team performance. Secondly, by 
coining a new definition of the term organisational effectiveness, I hope to have removed the fuzziness 
that has been characteristic for this term for decades and prevented both scientists and practitioners to 
get a clear and common understanding of what organisational effectiveness is and when it is achieved. 
With regard to the main research subject at hand, I hope to have offered a clear method to determine 
when (under what conditions) virtual leadership and teleworking can benefit the effectiveness of 
organisations. Rather than adding to a more instinctive and emotional range of ideas about this 
subject, the findings should be able to serve as a rational frame of reference in discussions on various 
levels about teleworking; in deciding if, when and to what extent the application of teleworking and 
virtual leadership can be justified in relation to organisational effectiveness; as well as in guiding 
plans and activities aimed at implementing or expanding teleworking within an organisation. 
 
8.5.2 Efficiency versus Effectiveness 
This research was not focussed on efficiency because purported efficiency advantages of teleworking 
claimed or actually achieved on one aspect, quite obviously tend to be counterbalanced, and are often 
far exceeded, by huge disadvantages on other aspects. For instance, savings achieved by reducing the 
amount of workplaces in the office are far exceeded by additional costs of new tools and workplaces at 
homes and in telecentres that need to be procured, created, maintained, monitored and supported. 
This research was neither focussed on proposed social or infrastructural advantages of teleworking, 
such as reducing traffic density, since such advantages may be reached much easier for instance by 
working in shifts and by increasing organisational effectiveness, leading to huge reduction of required 
manpower and other resources while improving the effectiveness of organisations. Without 
effectiveness, efficiency serves little purpose. The best method to increase efficiency seems to be by 
improving effectiveness or, stated differently, by limiting all activities and resource application to 
delivering the results the organisation is constructed for. 
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Appendix A: Document Analysis 
 
 
Below, I have listed a selection of the documents that I have analysed, each preceded by a letter. Next, 
I listed findings from document analysis, reported in this paper, with reference to documents 
containing that information by mentioning the letter(s) identifying the document(s) in question. 
Documents that are not referred to, did not contain unique or undisputed data, relevant to the 
research subject. During this research, all the documents named were publicly accessible. Finally in 
this appendix, a concise description is given of the link between the documents and findings. 
 
Documents 
 
Minutes and directions 
a. Zaanstad, 23 september 2010. VGS meeting (Vereniging van Gemeentesecretarissen). Resolution 
aimed at organising local government as a healthy work environment under the slogan: 
“@gemeentesecretaris, beleef de veranderende wereld” (Town clerk, experience the changing world); 
b. Minutes of a meeting of the Provincial States of Noord-Holland, Haarlem, October 2010, with 
reference to a 2007 resolution about flexiworking; 
c. Note (letter to all organisation members): De "Provincie van de Toekomst",  Provinciesecretaris 
M.H.J. van Wieringen-Wagenaar, provincie Zuid-Holland, February 2007; 
d. Presentation Informatie Verandert Organisaties, Province of Zuid-Holland, 8 February 2010; 
e. Concept brochure Het Nieuwe Werken bij het Rijk, Dutch Ministry of the Interior and Kingdom 
Relations, 2010; 
f. Brochure: About the way we used to work, things that become obsolete: the new way of working at the 
government (Dutch Ministry of the Interior and Kingdom Relations), 2010; 
g. Click-pdf of map Naar een duurzame invulling van Het Nieuwe Werken, 9 July 2000, under the 
authority of Leren voor duurzame ontwikkeling, P&O overleg grote gemeenten, 
Rijksnetwerkorganisatie voor leren in ontwikkelen and www.voordetoekomst.nl;  
 
HRM-policy and structures 
h. Monthly journal “Binnen berijk”, February 2011, special issue about HNW; 
i. Afdelingsplan, Afdeling Programma's en projecten, 2010, Provincie Zuid-Holland. 
 
Advisory documents 
j. Brochure HNW en ARBO, Het Nieuwe Werken: Hoe blijf je er gezond bij?, ARBO, September 2010; 
k. Van het oude werken De dingen Die voorbijgaan: het nieuwe werken bij het rijk, Dutch Ministry of the 
Interior and Kingdom Relations, 2010; 
l. Presentation: Durf te surfen, KennisLAB zomercongres, 24 juni 2010, provincie Zuid-Holland; 
 
Evaluation reports 
m. http://www.rijkslocaties.nl/index.php?page=locaties. 
n. Novay/TNO-rapport: Het Nieuwe Werken bij het Rijk: Ervaringen uit de praktijk, under the authority 
of Dutch Ministry of the Interior and Kingdom Relations, 2011. 
 
Reports 
o. OR Jaarverslag 2010, March 10, 2011, Province of Overijssel; 
p. Activiteitenplan 2011, Kamer van Koophandel Brabant; 
q. Resolution of Provincial States of Zuid-Holland, meeting 28 April, 2010, pertaining promoting 
teleworking; 
 
Research papers 
r. Final report to the (UK) Department for Transport, UCL, Transport for Quality of Life Final report to 
the Department for Transport, The Robert Gordon University and Eco-Logica London, UK, 2004, 
‘Smarter Choices – Changing the Way We Travel’; 
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s. Report undertaken by TNS Research and commissioned by the UK’s Self Storage Association 
(SSA), published in the Daily Post on October 19, 2010; 
t. Annual Labour Force Survey of the (UK) Trades Union Congress, published by TelecommuteNews 
Staff on November 15th, 2010; 
u. ICT Barometer over de overheid en ICT, Jaargang 11, 4 januari 2011, Ernst & Young. 
 
Commercial brochures (not cited) 
v. De Microsoft Methodologie, Microsoft; 
w. Het nieuwe werken eist nieuwe leiders, Atos Consulting; 
x. Whitepaper: ”Het Nieuwe Werken”, ORMIT; 
y. Brochure: Informatie over Leiderschap & Het nieuwe werken, THYMOS training & advies; 
z. Flyer: e-Provincie Open Platform, Siemens IT Solutions and Services B.V., 2010; 
 
 
Findings 
 
Subject Source 
Productivity is a subset of organisational effectiveness. a, e, f, h, k, m, n, s 
Quality is a subset of organisational effectiveness.  e, f, h, i, k, m, o, q, n 
Attendance is a subset of organisational effectiveness. e, i, k, o, p 
Sense of connectedness to the organisation is a subset of organisational effectiveness. d, e, h, k, n, o 
As emphasis shifts towards teleworking, the risk of detachment tends to increase. e, h, j, n 
Some within the Dutch public sector claim that the threshold to emotional detachment from 
the organisation lies at working from home for more than one day per week. h, n 
There is a strong relationship between organisation members losing their sense of 
connectedness to the organisation, and their relationship with their leaders as well as their 
relationship with their co-workers. 
d, e, n 
Having a common understanding about key aspects (Shared Values) is important to the 
effectiveness of organisations.  h, j, k, n 
Circumstance is important to being able to carry out ones work appropriately. e, h, j, k, q 
The physical or structural distance between leaders and teleworkers correlates positively 
with both functional and psychological distance. j, p, n 
The nature of interaction tends to become less informal and more on a business footing as 
organisation members telework more often. e, h, j, n 
Especially non-managerial staff members tend to regard contacts that are more brief and to 
the point as formal, ceremonious and therefore of lower quality which negatively affects their 
leaders’ influence. 
e, h, j, k, n 
Physical distance correlates negatively with the quality of contacts and of leaders’ influence d, h, j, n 
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Members of virtual teams, including their leaders, are more dependent on technological 
means, for instance for communication purposes, than other organisation members. 
a, b, c, e, f, g, j, 
k, m, n, o, s 
Workers need sufficient appropriate skills to utilise applied technology to maximise the fit of 
specific technology for organisational purposes. 
e, g, h, k, l, m, 
q, n 
Communication barriers, caused by lack of suitable communication means or otherwise, can 
cause time lags in receiving information required to react timely on various events. a, b, d, g, i, k, o 
The comparative importance of many leadership behaviours increases as emphasis shifts 
from working in a face-to-face environment towards teleworking. d, g, h, j, n 
Dependence of organisation members on many leadership behaviours increases as emphasis 
shifts from working in a face-to-face environment towards teleworking. d, g, j, s 
Virtual leaders find it more difficult than proximate leaders to timely get accurate 
information from their followers. d 
In virtual environments, workers are at higher risk to divert from given tasks and goals faster 
and further than workers do in proximate environments. d, h, n 
Communication barriers may increase the risk of making decisions with paying either too 
little, or too much attention to emotions that are into play. d, j 
Emotions affect social bonds between leader and followers, as well as mutual bonds between 
team members. d, j 
Building and maintaining leader-follower relationships, as well as team building tends to be 
easier within a face-to-face environment than within a virtual environment. e, j, n 
When leaders have lost sight of their followers, those followers are at higher risk of being 
exposed to undesirable influence for longer periods of times, without leaders being able to 
adequately address such influence. 
d, j 
Working within a virtual environment limits leaders’ ability to attribute group performances 
to individual team members. j 
Under certain conditions, independent, disciplined workers with appropriate work ethics 
may be more productive and/or perform with higher quality by working from home than 
from within the office due to being able to better combine their employment with their 
personal affairs. 
e, f, k, p 
Public sector managers are not easily swept along at the sound of a few young employees of 
the Dutch Ministry of the Interior and Kingdom Relations propagating a new revolution. In 
general, they tend to approach teleworking calmly, intelligently and cautiously. 
m 
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Links 
 
 
The remainder of this appendix contains a concise description of the link between the documents and 
findings, reported on this and on the previous pages. 
 
In the documents referred to, the elements productivity, quality, attendance and sense of 
connectedness were mentioned either explicitly as part of organisational effectiveness, or implicitly. 
For instance, in document a) mention was made of the consideration of a high necessity of a modern labour 
organisation with improved labour productivity and a competitive position on the labour market (p. 1), from 
which we can gather productivity is deemed to be an important desired organisational effect. Another 
example is to be found in document e) where such a link is made explicitly by stating that 
effectiveness and therefore labour productivity per employee will increase (p. 6, bullet 4).  
 
In document n) quite a number of links are found, for instance with regard to teleworking and risk of 
organisational detachment. In that document, in-depth research is reported about topics that the 
authors consider pertinent to teleworking (HNW), one of them being connectedness to the 
organisation (p. 7). On page 17 they stated that making work and work environments more flexible 
adds pressure to connectedness between civil servants. On page 42 it is noted that it is harder for 
teleworkers to connect to colleagues and leaders and to feel connected to the department, emphasising 
on page 58 the importance of teleworkers to feel sufficiently connected to the organisation. On page 
38, paragraph 3.8.5., the authors mentioned little or no effects of teleworking on followers-leaders 
relationship exists when teleworking is predominantly limited to a maximum of one day per week.  
When crossing that threshold, the adverse effects increase. As examples they mentioned that the risk 
increases that teleworkers divert from given tasks and goals faster and followers tend to experience 
their contact with their leaders as being more on a business footing, and as less informal and less 
personal. The comparative importance of leadership behaviours as well as followers’ dependency on 
leadership increases since teleworkers have a stronger need for attention by means of consultation, 
guidance and encouragement.  
On page 7 of document h) a public sector human resource manager is reported to oppose the right to 
work from home for at least one day per week, which is what the labour unions in the current 
collective labour agreement negotiations are steering for.  
On page 4 of document j) we read of followers attempts to counter leaders’ inability to attribute 
performances to individual followers by continuously demonstrating that they are working hard and 
showing what results they have achieved. By being forced to work more autonomously, and working 
away from the office, connectedness to the organisation may decrease, resulting in unhealthy work 
stress in some employees. Removing communication barriers and optimising both personal and 
organisational circumstances are some of the solutions, suggested by the authors of this document. 
Much of this information is supported in document d), such as connectedness (slide 27). Compared to 
face-to-face leaders, virtual leaders not always timely get accurate information.  On slide 17, this is 
attributed to leaders´ tendency to place issues arising from the new working method with their 
followers, causing a time lag in their awareness of changes, which connects to the benefit of leaders’ 
proactive behaviour, as mentioned in document j) (p. 38,  par. 3.8.5). 
The necessity of applying suitable technological means and being appropriately skilled to utilise those 
means, is reported in several documents, such as in document k), pages 19 and 20. In that document, 
on page 22, mention is made of the possibility that teleworking may offer to better combine 
employment with personal affairs, which is also mentioned in other documents, such as in document 
p) (p. 24).  
From document m) we take that, for as far as Dutch national public sector organisations are interested 
in HNW, they tend to do approach that more investigating with a focus on efficiency than rashly 
jumping into HNW endeavours. 
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Appendix B: Questionnaire 
 
Up to item 49, the questionnaire used for this survey is similar to the EMQ (Elementary Model 
Questionnaire) which I designed for a yet to be published research (Van Someren, 2012). It is adapted 
and complemented based on the theories described in this document, in particular the formation of 
trust model of Avolio et al (2001) and the EMOP-framework (fig. 1). Each version of the questionnaire 
starts with six basic questions, namely: 
 
A. What is your gender? 
B. How long have you been employed by your current employer? 
C. What is your age? 
D. How often do you work at a location, different than the location where your leader works 
(teleworking/telecommuting from home or elsewhere)? 
E. In the organisation you work for, how often do organisation members engage in teleworking? 
F. What is the travel distance between your home and the office at which you are stationed? 
 
Subsequently, apart from the last two questions, answers to all other questions or propositions can be 
one of the following:  
 
Fully disagree,  disagree,  agree/disagree,  agree,  agree fully. 
 
Questions and propositions can be categorised in various ways. Some propositions fit into more than 
one category. With an equal fit of propositions into more than one category, a random choice is made. 
 
To prevent inadvertently causing unrest and specific expectations, both by selecting the questionnaire 
and by informing prospective participants to the survey, I made an effort to limit any similarity this 
research may have to a worker satisfaction survey. With the questionnaire respondents are invited to 
express their opinions about facts, as they see them, and not about their feelings or opinions. I do 
realise that this will not fully eliminate subjectivity from the collected data, since respondents will still 
express their own interpretation of facts, or the image they wish to portray of those facts. This has 
little negative effect on this research, since it is set up exactly to measure those interpretations. For 
example, not the abilities of research subjects are measured, but the perceived abilities, in other words: 
the interpretation of team members’ abilities. 
 
The information gathered with the questionnaires is listed on the following two pages. To limit the 
risk of structural error, caused by response tendencies, questions and propositions are mixed in 
direction (positive and negative) and in category. To allow respondents from all three organisational 
levels to participate from their own vantage point, separate versions for each level are created. 
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Questionnaire items (categorised) 
 
Leadership 
1. Our supervisors always give exactly the leadership that is required. 
2. Without supervision many workers within our organisations cannot carry out their work. 
3. Supervisors usually succeed in removing obstacles for their subordinates. 
4. Better results would not be achieved if supervisors would spend their time differently 
5. Subordinates always know exactly what supervisors expect from them. 
 
Emotions and mood 
6. Work contributes to organisation members’ joy in life. 
7. Organisation members do not get stressed from work. 
8. The current working atmosphere benefits the entire organisation. 
9. Our organisation members never get frustrated about things that go wrong within the organisation. 
 
Member interaction 
10. Subordinates pattern themselves to their supervisors. 
11. All members of all teams are perfectly attuned to one another and they are always on the same wavelength. 
12. All teams are excellently composed. 
13. For the most part, teams are homogeneous by composition. 
14. Communication within all teams is always perfect. 
15. Team members always understand each other well. 
16. Our organisation members never have unofficial contact with people they work with. They only speak of 
matters, associated with their work. 
 
Perceived abilities 
17. Certain team members could probably not perform better in an other position. 
18. All our organisation members always perform optimally. Additional experience, training or schooling would 
not change that. 
19. All team members always perform optimally. Additional experience, training or schooling would not change 
that. 
20. All supervisors always perform optimally. Additional experience, training or schooling would not change 
that. 
 
Perceived benevolence 
21. Everyone within this organisation should be allowed to work from home for at least 50 % of the time. 
22. All our organisation members always make their personal interests fully inferior to the organisation’s 
interests. 
23. All our organisation members leave it to others to decide what is in the interest of the organisation. 
24. No team member ever places other interests above team interests. 
25. All efforts of all team members are always exclusively aimed at completing the tasks assigned to the team. 
 
Perceived integrity 
26. Honesty is not a subjective concept. 
27. One must always abide by the rules, even when chances of getting caught are low, or if sanctions are lenient. 
28. One must take engagements seriously. 
29. Organisation members will at home be more motivated to work for their employer than they will at the 
office. 
30. The end does not justify all means. 
 
Applied technology 
31. The applied technology always works as it should. 
32. Organisation members always have all required technological means at their disposal. 
33. To fully utilise all the applied technology, our organisation members do not need more experience, training 
or schooling. 
 
Organisational circumstance 
34. Current working conditions are optimal. 
35. All our organisational units always manage to work perfectly with one another. 
36. The ‘outside world’ never interferes with our work, or with what we deliver. 
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Personal circumstance 
37. In general, our organisation members’ private life is perfectly balanced with their work. 
38. Our organisation members’ work never interferes with their private life or vice versa. 
 
Trust 
39. All organisation members always trust one another implicitly and unconditionally. 
40. Any one can always trust all our supervisors deservedly. 
41. Any one within the organisation can always trust all our organisation members’ deservedly, under all 
conditions. 
42. Our organisation members never wonder what others within the organisation say about then in their 
absence. 
 
Outcomes 
43. Each team delivers the maximally attainable productivity. 
44. Our results are of optimal quality. 
45. Our organisation members receive maximal feasible satisfaction from their work. 
46. Our organisation members feel closely connected to the organisation for which they work. 
47. Our organisation members always exactly know the formal organisational goals, and they never engage in 
unrelated activities. 
48. The current absentee rate within our organisation is low enough. 
 
Skills 
Items 5, 15, 18, 19, 20, 33, 47 
 
Telework Propensity 
49. Most organisation members’ work is quite suitable to be carried out from home. 
50. Of certain teams, practically all members could carry out their work from home at least as well as from 
within the office. 
51. Application of a working method where supervisors are not proximate to their subordinates, appeals to the 
respondent. 
52. On average, our organisation would be well-advised to expand teleworking. 
53. For the organisation members, the reimbursement of daily commuting expenses fully compensates the 
burden of commuting. 
 
Interrogative question 
o Which aspects, not yet mentioned in this questionnaire, you find relevant to virtual leadership and to what 
degree? (Value each aspect from “very unimportant” to “very important”) 
 
Cross-Check question 
o Of all aspects, mentioned by you and by us on, or in response to, this questionnaire, which one do you find 
most important? 
 
 
Of each questionnaire version, for all three organisational levels, statements are formulated in such a 
way that the same unit of analysis is used for all versions. For instance:  
Item 1 (Our supervisors always give exactly the leadership that is required) is formulated as: 
 
o Non-managerial: I always receive exactly the leadership I need 
o Supervisory: I always give exactly the leadership that is required 
o Managerial: Our supervisors always give exactly the leadership that is required 
 
On the questionnaires all statements were listed mixed and non-categorised. 
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Appendix C: Forms 
 
 
On the next two pages you will find copies of the following documents: 
 
 
1. A letter I used to solicit leaders of public sector organisations to participate in the research 
by referring their organisation members to the questionnaire; 
2. Questionnaire welcome page and information page. 
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Letter of solicitation 
 
Geachte heer __________________, 
  
Mijn naam is René Van Someren. Ik verzoek u vriendelijk om uw medewerking aan onderzoek dat 
momenteel wordt uitgevoerd vanuit de Open Universiteit Nederland. De aard van de verzochte 
medewerking is zeer eenvoudig: het betreft uw organisatieleden attent (laten) maken op het bestaan 
van de enquête op: http://www.vansomeren.com/research/1105/ en hen uit te nodigen om de voor 
hen bestemde vragenlijst in te vullen. 
  
Onderzoeksdoel 
Het zal u niet zijn ontgaan dat binnen de overheid "Het Nieuwe Werken" een actueel onderwerp is. 
Van dat onderwerp is voor diverse ambtenaren vooral het onderdeel "thuiswerken" interessant. Er 
zijn er zelfs onder hen die middels CAO-besprekingen voor alle ambtenaren het recht willen 
afdwingen om minimaal één dag per week thuis te mogen werken. Sommige overheidsmanagers 
zien die ontwikkelingen met lede ogen aan. Zij vragen zich af hoe zij 'hun klus geklaard moeten 
krijgen', als hun medewerkers wie-weet-waar, wie-weet-wat aan het doen zijn. Ook vragen zij zich af 
hoe zij leiding kunnen geven aan dat 'virtuele werken'. Het doel van het onderzoek is om daar meer 
inzicht in te verkrijgen, bij voorkeur op basis van empirische kennis. De informatie welke tot nu toe 
over dit onderwerp de ronde doet, pleegt hoofdzakelijk - zo niet uitsluitend - te zijn gebaseerd op 
(veronder)stellingen en zelden op verifieerbare feiten. De hoofdvraag waarop binnen het onderzoek 
naar een antwoord wordt gezocht luidt: "In hoeverre kan virtueel leiderschap bijdragen aan de effectiviteit 
van organisaties?" Het antwoord op die vraag moet overheidsmanagers theoretisch verantwoorde, 
praktische handvatten bieden in zake het leiding geven aan thuiswerkers en medewerkers op andere 
locaties, zoals in mobiliteitscentra. 
  
Inspraak 
Desgewenst kunt u opmerkingen en/of suggesties ten aanzien van de vorm en/of inhoud van de 
enquête (http://www.vansomeren.com/research/1105/) aan mij kenbaar maken, alvorens u uw 
organisatieleden uitnodigt tot het invullen ervan. Ik kan uw terugkoppelingen dan meewegen in een 
eventuele aangepaste versie van de enquête, welke vervolgens aan uw organisatieleden kan worden 
voorgelegd. 
  
Anonimiteit 
In de vragenlijst wordt niet naar de identiteit van respondenten gevraagd. Indien u binnen uw 
organisatie uw leden uitnodigt tot het invullen van de voor hen bestemde vragenlijst, dan blijven 
zowel de genodigden als de respondenten voor ons anoniem. Desgewenst kan in de 
onderzoeksrapportage zelfs de provincienaam onvermeld blijven. In dat geval moet u dat laatste wel 
nadrukkelijk vermelden. 
  
Navraag 
Indien u twijfelt aan de oprechtheid van mij en/of van mijn verzoek, dan kunt u desgewenst navraag 
doen bij Ger Arendsen (____________), algemeen coördinator van de sectie bestuurskunde, faculteit 
managementwetenschappen van de Open Universiteit Nederland. 
  
Hopende dit aangaande spoedig van u te mogen vernemen, groet ik u, 
  
  
hoogachtend, 
  
  
  
René Van Someren 
E-mail: ______________ 
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Welcome Page 
 
 
Instruction page 
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Appendix D: Quantitative Results 
 
Data 
 
Raw data 
 
 
Figure 4: View on raw data file 
 
Data after sorting, checking, and directing. 
 
 
Figure 5:  View on data after processing 
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Introduction 
 
Causality 
In this appendix, linear graphs may give the impression of presenting causal relationships when in 
fact merely correlations are presented without division into independent and dependent variables. 
 
Demographics 
 N Tenure Age Teleworking Distance To commute 
Non-managerial 129 0 – 6 m. 4 < 23 y. 0 Never 6 0 – 3 km. 4 
Supervisory 18 6 – 12 m. 0 23 – 30 y. 5 Occasionally 19 3 – 7 km. 16 
Managerial 9 1 – 3 y. 11 30 – 40 y. 39 Sometimes 51 7 – 15 km. 33 
Total 156 3 – 10 y. 57 40 – 50 y. 54 Regularly 77 15 – 40 km. 50 
  > 10 y. 84 > 50 y. 58 Always 3 > 40 km 53 
Men 102         
Women 54 
 
Total 156  156  156  156 
 
Outcomes Perceived vs. Outcomes Potential 
 
Figure 6: Scatter diagram of the variables Outcomes Perceived and Outcomes Potential 
 
Correlations 
  Outcomes Perceived Outcomes Potential 
Pearson Correlation 1,000 ,665** 
Sig. (2-tailed) ,000 
Outcomes Perceived 
N 156,000 156 
Pearson Correlation ,665** 1,000 
Sig. (2-tailed) ,000  
Outcomes Potential 
N 156 156,000 
**. Correlation is significant at the 0.01 level (2-tailed).  
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1.        Our supervisors always give exactly the leadership that is required. 0 36 82 36 2 
2.        Without supervision many workers within our organisations cannot carry out their work. 23 74 43 15 1 
3.        Supervisors usually succeed in removing obstacles for their subordinates. 2 15 36 79 24 
4.        Better results would not be achieved if supervisors would spend their time differently 4 22 69 55 6 
5.        Subordinates always know exactly what supervisors expect from them. 0 24 43 80 9 
6.        Work contributes to organisation members’ joy in life. 1 4 24 110 17 
7.        Organisation members do not get stressed from work. 4 34 67 45 6 
8.        The current working atmosphere benefits the entire organisation. 6 21 49 66 14 
9.        Our organisation members never get frustrated about things that go wrong within the organisation. 14 89 30 20 3 
10.     Subordinates pattern themselves to their supervisors. 1 38 53 54 10 
11.     All members of all teams are perfectly attuned to one another and they are always on the same wavelength. 0 18 51 77 10 
12.     All teams are excellently composed. 9 72 53 19 3 
13.     For the most part, teams are homogeneous by composition. 0 19 31 101 5 
14.     Communication within all teams is always perfect. 3 69 60 22 2 
15.     Team members always understand each other well. 1 19 31 93 12 
16.     Our organisation members never have unofficial contact with people they work with. They only speak of matters, associated with their work. 40 87 24 5 0 
17.     Certain team members could probably not perform better in an other position. 0 11 55 70 20 
18.     All our organisation members always perform optimally. Additional experience, training or schooling would not change that. 5 71 60 17 3 
19.     All team members always perform optimally. Additional experience, training or schooling would not change that. 7 76 55 18 0 
20.     All supervisors always perform optimally. Additional experience, training or schooling would not change that. 3 45 62 40 6 
21.     Everyone within this organisation should be allowed to work from home for at least 50 % of the time. 14 50 48 37 7 
22.     All our organisation members always make their personal interests fully inferior to the organisation’s interests. 7 40 61 42 6 
23.     All our organisation members leave it to others to decide what is in the interest of the organisation. 2 42 63 44 5 
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24.     No team member ever places other interests above team interests. 3 59 78 13 3 
25.     All efforts of all team members are always exclusively aimed at completing the tasks assigned to the team. 1 44 68 37 6 
26.     Honesty is not a subjective concept. 2 26 53 55 20 
27.     One must always abide by the rules, even when chances of getting caught are low, or if sanctions are lenient. 1 7 34 79 35 
28.     One must take engagements seriously. 0 5 9 58 84 
29.     Organisation members will at home be more motivated to work for their employer than they will at the office. 2 5 11 70 68 
30.     The end does not justify all means. 1 9 45 58 43 
31.     The applied technology always works as it should. 9 53 41 49 4 
32.     Organisation members always have all required technological means at their disposal. 18 57 32 45 4 
33.     To fully utilise all the applied technology, our organisation members do not need more experience, training or schooling. 3 48 42 55 8 
34.     Current working conditions are optimal. 6 42 68 39 1 
35.     All our organisational units always manage to work perfectly with one another. 14 73 53 13 3 
36.     The ‘outside world’ never interferes with our work, or with what we deliver. 56 77 16 7 0 
37.     In general, our organisation members’ private life is perfectly balanced with their work. 4 12 42 90 8 
38.     Our organisation members’ work never interferes with their private life or vice versa. 6 38 42 58 12 
39.     All organisation members always trust one another implicitly and unconditionally. 1 30 59 62 4 
40.     Any one can always trust all our supervisors deservedly. 0 15 47 78 16 
41.     Any one within the organisation can always trust all our organisation members’ deservedly, under all conditions. 0 4 16 101 35 
42.     Our organisation members never wonder what others within the organisation say about then in their absence. 3 24 53 58 18 
43.     Each team delivers the maximally attainable productivity. 6 49 53 44 4 
44.     Our results are of optimal quality. 2 65 60 28 1 
45.     Our organisation members receive maximal feasible satisfaction from their work. 2 47 61 44 2 
46.     Our organisation members feel closely connected to the organisation for which they work. 0 5 31 98 22 
47.     Our organisation members always exactly know the formal organisational goals, and they never engage in unrelated activities. 0 16 34 86 20 
48.     The current absentee rate within our organisation is low enough. 2 12 46 70 26 
49.     Most organisation members’ work is quite suitable to be carried out from home. 2 14 14 87 39 
50.     Of certain teams, practically all members could carry out their work from home at least as well as from within the office. 9 24 24 77 22 
51.     Application of a working method where supervisors are not proximate to their subordinates, appeals to the respondent. 4 32 86 31 3 
52.     On average, our organisation would be well-advised to expand teleworking. 3 14 31 82 26 
53.     For the organisation members, the reimbursement of daily commuting expenses fully compensates the burden of commuting. 62 36 36 17 5 
 
 
 
 
 
EMOP-related results 
 
 
Figure 7: Scatter diagram showing linear correlation between Trust, directly reported and Trust, 
reported via antecedents of perception 
 
Correlations 
  Trust (reported) Trust (by perception) 
Pearson Correlation 1,000 ,406** 
Sig. (2-tailed) ,000 
Trust (reported) 
N 156,000 156 
Pearson Correlation ,406** 1,000 
Sig. (2-tailed) ,000  
Trust (by perception) 
N 156 156,000 
**. Correlation is significant at the 0.01 level (2-tailed).  
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Figure 8:  Correlation between trust, measured directly, and trust, measured by antecedents of perception 
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Figure 9 
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Figure 12 
0,0
10,0
20,0
30,0
40,0
50,0
60,0
70,0
80,0
90,0
40 - 52 % 52 - 64 % 64 - 76 % 76 - 88 % 88 - 100 %
Trust (measured directly)
%
Leadership Value
Emotions & Mood
Suitability and availability of
applied technology
IT suitability and availability
Outcome potential
 
Figure 13 
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Figure 16 
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Other quantitative findings 
 
Telework appeal 
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Figure 17 
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Sense of being dependent on leadership 
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Suitable and available applied technology  
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Degree of formal interaction 
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Circumstance 
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Leadership value 
 
In addition to the correlations reported in the section related to the EMOP theory, quantitative 
findings include the following correlations. 
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Theory Triangulation 
 
To perform theory triangulation, responses from each organisational level were weighted by relative 
multiplication of responses. 
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Appendix E: Method Triangulation 
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Appendix F: Interrogative questions 
 
Quantitative analysis was performed on the answers to the interrogative questions, after which the 
results were added to the quantitative results, found earlier. A brief outline of those results is 
presented next on this page. 
 
When answering the interrogative questions, respondents took the opportunity to convey what they 
felt were important aspects of teleworking. Those aspects are categorised as indicated in the table 
below. The percentage in the right column represents the relative number of times respondents 
brought a subject within the category of that row forward. 
 
Category Exemplification % 
Availability of suitable Applied 
Technology 
Too often, neither teleworkers, nor co-workers at the office with 
whom they need to communicate, are sufficiently given technological 
means at their disposal suitable for teleworking. 
28 
Personal circumstance  Working from home is more convenient for me personally. 20 
Organisational circumstance 
o When working at the office, organisational procedures, physical 
infrastructure, or both, provide too little to limit unnecessary 
distraction of work. 
o Organisational procedures, facilities, or both offer teleworkers 
too little to ensure the required degree of being able to reach 
others and to be reached by others. 
16 
Fitting aptitude and experience 
Not everyone is suitable for teleworking. This relates to both 
(prospective) teleworkers as to (prospective) virtual leaders. 
13 
Trust 
Both leaders and co-workers working at the office should just trust 
teleworkers to apply themselves sufficiently. 
9 
Outcomes Perceived Teleworking is conducive to outcomes  6 
Member interaction 
o When teleworking, informal contacts with colleagues may suffer, 
sometimes at the expense of team spirit; 
o Clearly communicating goals and giving directions by leaders 
and clear communication and agreements with leaders and co-
workers may benefit teleworkers; 
5 
Outcomes Potential 
o Teleworking should be a means to an end, whereas it now tends 
to be regarded as a major goal in itself; 
o Teleworkers performance should be made measurable; 
o Co-workers may not become the worst for shirking colleagues 
claiming to work from home; 
o Sufficient attention must be giving to living up to engagements. 
4 
 
